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== Microsoft

Dear AFP Members and Finance Professionals,

Microsoft is pleased to partner with AFP to present this guide, “Integrative Intelligence.”

In the following pages, you will learn how teams and the way we tackle business problems
are evolving. This guide will demonstrate how FP&A professionals can integrate business
planning through distributed teams, finance transformation, next generation tools, and agile

methodologies. Simply put, it will demonstrate how finance gets done in the future.

At Microsoft, we are committed to helping teams achieve more and ensuring they have
the tools necessary to work together effectively.

We hope this guide serves as a useful resource. For more information on how Microsoft
can help your organization, visit us online at https://aka.ms/microsoft-365-finance.

Sincerely,

The Microsoft Team



To understand INTEGRATIVE INTELLIGENCE, think of it as you would the internet. The
internet works by using a protocol called TCP/IP, or Transmission Control Protocol/Internet
Protocol. TCP takes an internet object, arranges it into network data packets and sends them
over a series of interconnected networks to a destination where they will be reassembled into
something usable again. The IP is the address, the navigation for where the packets will go.
The packets travel across multiple networks, “jumping” at intersection points to other
networks until they reach the destination. Once reassembled, in the right place, the data
can go back to work and do what is requested.

We live in a world of knowledge and data, moving from place to place to distributed
contributors and users. Work is conceived, disassembled into parts and routed to contributors
who work on them; the output of that work is sent to other players. We also have intersections—
with different people, organizations, data sources. Work is constantly reassembled,
disassembled, and reassembled along the way to its final destination.

INTEGRATED INTELLIGENCE is the act of defining
work, disseminating it among a collaborative and
fluid team, then re-aggregating it to drive decisions.
It is a change in the way that work is accomplished in
several aspects. The basic assumption of doing work
is turned on its head when data and communication
are ubiquitous—having the answer is less important
than knowing what questions to ask. Doing work is
less important than creating the work to be done.
Efficiency is great, and disruption is better.

INTEGRATED INTELLIGENCE assumes the team
is different—it is fluid as it is formed around tasks,
projects, and processes which may last for a few
days or years depending on the request. Therefore,
it consists of anyone who can contribute, including

co-workers, customers and suppliers who have in-
tegrated data, vendors, consultants, gig/freelancers,
and even automated bots.

For several reasons, the finance team is best suited
to oversee Integrative intelligence. As stewards of
company capital, finance has a unigue mandate
to look across the entire enterprise to understand
where resources are deployed for the highest
effectiveness and efficiency over the long term. As
business partners, we challenge assumptions, ask
tough questions and push for data driven answers.
We need to think critically about the information we
receive, ask the right questions, and create the right
work across the organization to help drive optimal
business decisions.

AFP GUIDE: Integrative Intelligence 1



7.654 6522

t\)ﬁ m | l! il

Nh ik

665 6.800
5 | 1)
UGH oMJ
1632 | 3652

CONTEXT: WHAT INTEGRATIVE
INTELLIGENCE IS NOT

Integrative Intelligence is an emerging capability that describes how we work, and parts of it look familiar with other
existing management streams. Each of the areas below are necessary, but not sufficient for Integrative Intelligence.

ITEM

Agile

Matrix
Management

Lean Six Sigma
Management

Project
Management

Outsourcing

Total Quality
Management

COMMONALITY

Form and reform cross-functional
teams to work on projects that have
been disaggregated into sprints with
increased autonomy, and decision-
making pushed to lower levels.

Collaborate among departments, with

direct and indirect lines of reporting.

Improve performance, reduce
waste and eliminate errors through
collaborative efforts.

Execute a project through
completion of tasks, roles and
responsibilities, workflows
and deadlines.

Hire specialized knowledge or
efficiency to complete a task.

Deliver high quality output through
excellence in internal processes;
each member is individually
accountable to high standards.
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DIFFERENCES

Applies to projects as well ongoing processes;
focus on knowledge transfer and integrated
IT systems from third parties.

Democratization of data breaks down
hierarchy; fluid teams imply swarming rather
than lines of reporting.

Being the most efficient is not always

the way to ensure long-term effectiveness and
breakthrough (disruptive) thinking. Greater
focus on knowledge transfer.

Modular design and optionality in
execution; scope change is common.

Strives to bring outside capabilities
and data inside your organization,
including knowledge transfer for
upskilling employees.

Focus is on team delivery and improved
quality from shared work. Teams will often
challenge the internal guidelines and
standards searching for improvements.
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DRIVERS AND TRENDS

Businesses find themselves moving from a position of TECHNOLOGY is an enabler of Integrated Intelligence,
talent acquisition where they hire individuals, to one of through its ability to facilitate remote work, improve
TALENT ACCESS, where they hire the skills they want. automation, and integrate data through the value chain:
Revenue per employee becomes a less meaningful ¢ Automation and bots: the McKinsey Global

metric as it becomes hard to know who an employee
is. This trend is driven by:

¢ Gig economy: Deloitte’s CFO survey estimated the
“outsource, contingent, contract or gig workers
providing finance work to our company will increase
to nearly 16 percent of the workforce in three years,
nearly double today’s count.”” Outside of finance,
more than 1in 3 American workers freelanced in
2018, or 56 million individuals; 40 percent of
freelancers are under 18-35 years old.?

¢ Talent shortage: In the United States, 10,000
Baby Boomers are expected to retire every day for
two decades;® in the United Kingdom, 60 percent
of employers expect a skills shortage in finance
and accounting.*

¢ Skills gap: CFOs estimate that 11.5 percent of the
current finance workforce, and 15.4 percent of the
future force lack the requisite skills to perform their
roles, with the biggest gaps in analytical skills,
digital technologies, and business partnerships.

Institute’s automation research found that
currently demonstrated technologies can fully
automate 42 percent of finance activities and
mostly automate a further 19 percent. This includes
83 percent of cash disbursement, 56 percent of
FP&A, 39 percent of treasury.®

The connected value chain: Automation through-
out the system allows customers and

suppliers to share data and embed themselves
deep in the organization. New technology, such as
blockchain (distributed ledger) will enhance this
sharing of information.

The connected flow of information: Technology is
now better at enabling the aspirations of integrated
business planning throughout the end-to-end
business value chain.

Distributed work capabilities: Cloud and mobile
have led to pervasive computing from anywhere in
the world, enabling work to happen from anywhere.

AFP GUIDE: Integrative Intelligence 3



MANAGEMENT THEORY is getting rewritten again. As Tom Friedman
writes, “Innovation that happens from the top down tends to be orderly
but dumb. Innovation that happens from the bottom up tends to be
chaotic but smart.”® That requires getting the best return on your
people by providing a supportive, nurturing environment where creativity
can flourish.
¢ Decentralization: Organizations are prioritizing decentralization over

command-and-control systems to make faster decisions based on

the input of more people. The drive for innovation and disruption

is pushing companies to look for the “next big thing” before rivals

push them out—the average tenure of a company in the S&P 500

has dropped from 33 years to less than 20, and about half the index’s

companies are forecasted to be replaced in the next decade.

- Agile management was born from software developers who were
restrained by of the rigor and restrictions of the “waterfall” meth-
odology’s heavy up-front decision making that guides the remain-
der of the project or the fiscal spending.

- Research by the Association for Financial Professionals shows

“Innovation that

happens fTOm the fixed, rigid budgets are giving way to reforecasts and dynamic
planning.” The trend of integrated business planning also allows for
tOp down tends or inputs to the central plan to originate from individuals and
departments that may be closer to the customer, supply chain, or
to be orderly but other key inpt.
dumb' Innovatlon - Organ|z§t|ons are “buying” their research an'd.d‘eveloprrlwent
through investments and mergers and acquisition activity,
that happens essentially letting the market dictate the direction of research
f rather than internal, planned capital allocations. Corporations
rom the bOttom U-p provide about one third of start-up capital and participate in one
: fifth of all financings. Since 1986, companies with the highest
tends to be chaotic
capex-to-sales ratios have underperformed the S&P 500 by more
but smart.” than 2 percentage points on average each year, according to Bank

of America Merrill Lynch.

* Empathy: the ability to understand and share feelings of another
person is ascending as a management philosophy; people are look-
ing for meaning in their work and work/life balance, control over their
careers, intellectual freedom over rote jobs, and communities with
personal connection.

- In Deloitte Global’s 2018 Millennial Survey, young workers indicate
that the top four skills employers need to ensure long-term success
are interpersonal skills, confidence/motivation, ethics/integrity, and
critical thinking.

- In a knowledge economy with data at our fingertips and auto-
mation on the rise, the human skills that separate you from your
competitors are critical thinking and creativity. This happens where
people can think freely, experiment with ideas, take risks, and feel
psychological safety (more on that later), rather than the force-
rank methodology of two decades ago where a certain percentage
were known to attrite every year.
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FP&A
Business Partner

Suppliers
Buyers/
Customers,
New
Entrants &
Substitute
Products

Intense
Segment
Rivalry

Allocate Capital
to its Best Use

Drive Decisions
Across the
Company

The table below describes the extended team that Finance works with on a regular basis. Note that anyone who
provides information or input relevant to a decision can be considered a contributor. The first colored block
represents resources inside the company, the second is third-party talent, and the third is elements from Porter’s
Five Forces that can be considered on the team in addition to their traditional roles as creating industry rivalry.

THE PLAYERS

FP&A FTE
(full-time
employee)

Matrixed FTE

Bots
(automation, Al,
algorithms)

DESCRIPTION

Employees, focused on
actions, reactions and
value creation over the
short-, medium- and
long-terms; and putting
the next dollar of capital
to its most productive use.

Employees, partnerships .
with other people across

your matrixed organization,
including shared services/ .
centers of excellence, data
specialists, and business and
accounting/finance partners.

Coded programs that .
automate work for you.

WORK ORIENTATION

* Short-term action

* Medium-term reaction
* Long-term planning

» Tasks

* Projects

* Process-driven

Short- and Medium-
term work shared
with FP&A
Long-term interest of
company

Project

Task as designed by
employees

May be owned by
the business or
rental services

WHAT THEY BRING TO THE TEAM

Financial acumen

Domain expertise in the business
(market, operations, etc.)

Process, tools, and knowing

who to call to get things done
Command of the overall business
and the ability to see how
strategic and operational decisions
translate to financial outcomes.

Expertise in a functional or skill
area, such as marketing,
operations, legal/compliance, data
management, risk, or

capital markets

Collaborative mindset,

team orientation.

Task deliverables performed
efficiently

Analysis over large data sets or
complex calculations handled
at scale

TABLE CONTINUED ON PAGE 6
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THE PLAYERS

Vendors/
Contractor

Gig/

Freelancers

Consultant

Suppliers

Buyers/
Customers

New Entrants
& Substitute
Products

Intense
segment
rivalry

DESCRIPTION

Third-party personnel,
contracted relationships

often in support of defined

services (IT, process).

Third-party personnel;
often independently or
small company. May bridge
vendors and consultants.
Looking for work flexibility,
high-quality assignments
and autonomy.

Consulting companies
bringing industry expertise.

Embedded in the company
and often tightly integrated
in the supply chain of
information and logistics.
In some cases, they simply
take over what you need.

The end-user of your
product or services; may
be internal and external.
Customers have data to
share, which allows buyers/
customers to integrate into
the company processes.

The lines between new
entrants and substitutes
has blurred—new entrants
may disrupt old indus-
tries through substitution.
Consider partnerships,
standard-sharing through
a consortium, and venture
capital approach of joint
ventures or investments.

Development of rival
technologies or platforms
upon which services can be
offered can be a huge risk.

AFP GUIDE: Integrative Intelligence

WORK ORIENTATION

* Service level
agreements

» Task

* Project

Task
Service level
agreements

End product
or service
Alignment with
future offerings

Disruptive ideas and
talents nurtured in a
different environment

Industry consortia
can help to set
standards to develop
an ecosystem where
all can thrive.

WHAT THEY BRING TO THE TEAM

Staff augmentation

Expertise not available inside
the company

Expertise in functional area
(FP&A, working capital,
budgeting, valuation)

May include “FP&A as a service”
Best practices, industry and
functional expertise, many
experiences dealing with similar
challenges and opportunities,
proven track record

External data services

Supplier of outsourced services
Augmenting delivery with
integration and reporting

A higher level of integration
includes cooperation in design
of products and services

Usually know what they want, and
contribute information

about themselves, their habits,
and may even be able to help
tweak your offerings

A higher level of integration
includes cooperation in design

of products and services

Opportunity to test challenging
ideas

Access to different technologies
and processes

Access to cannibalizing ideas and
products.

Lower technology risk, enlarge the
market for all participants



Royal Dutch Shell and FP&A Organizational Design

“For Shell’s Upstream business (capital employed around $120blIn), in our latest finance
organization design, we have less than ten Business Finance people, in what are essentially our
global and regional offices and are what you would consider traditional co-located Financial
Planning & Analysis (FP&A) professionals who sit next to our business colleagues. We also have
around 40-50 people in our business service centre network (which we know as Finance &
Data Operations (FO) and is spread across the world in 4 locations) focused on FP&A activities
with the same global and regional scope. In the past FO was more focused on transactional
type activities —accounting, consolidations, accounts payable etc. However, now the bulk of
our high end analytical FP&A activities are carried out there as well.

“There is obviously a wage arbitrage benefit from some of the locations in which we
operate, but this isn’t the primary objective from our design. Our goal is to significantly
standardize our reporting and insight generation to drive efficiency, but also more effective
FP&A analysis over what is an incredibly large organization, both financially and in terms of
geographic spread. We used to have a lot of finance folks making a lot of reports for a lot of
people and the reports were often different, with different metrics reported. It’'s been a real
success and we have made huge progress standardizing what we produce and streamlining
the process of how we produce it.

“The principle that we try to follow is that Business Finance define the “what” and the
FO team develop the “how.” As we move forward in collaboration with Business Finance we
are seeing more and more FO contribution to the “what.” Such are the skills and capabilities
that have been built in FO.”

— David Gold, VP Planning, Appraisal and Reporting & Controller for Shell's Upstream Business Segment

AFP GUIDE: Integrative Intelligence



VALUE-FOCUSED

The defining element of integrative intelligence is the
ability to see both the forest and the trees at the same
time. You need to be able to map the mission to the
money—your company mission, what drives value for
the customer, the strategy, goals, capabilities, and
initiatives to deliver that value, and tie all that back to
your financial statements. Your challenge is to create
a common focus for the team by aligning their efforts
on this map of mission-to-money and recognize that
the diverse members of your team have different time
horizons, report to different bosses, and are bonused
on different activities.

DEFINING THE OUTCOME, NOT THE WORK
With the big picture established, the next step is to
break this into the smaller components. This relies on
your ability seed the business plan into the deliverables
and requires your finance and business acumen to
know the business, processes, tools, people available,
and the financial implications of their work.

If you tell them what to do, they will do exactly that.
If you tell them what you want to accomplish, they
may surprise you by offering a different approach then

8 AFP GUIDE: Integrative Intelligence

what you considered, allowing them to bring expertise,
tools, or creativity to the table. This is about giving

up control in order to maintain power (achieving your
objectives), and can be accomplished by:

* Giving some, but not too much guidance to

force them to resolve challenges on their own
* Setting parameters and constraints can
force creativity

* Asking questions and encouraging the team to

ask guestions.

Important caveat: this does not apply in a highly
controlled process, for example automation or regula-
tory requirements. In these instances, the entire process
gets reviewed, vetted, and potentially updated through
a change control process.

GROWTH MINDSET

By defining the outcome, you must be ready for results
that you did not expect. Suspend your notions of how
things must run to allow others to innovate and consider
that someone else can do it differently or better. This
does not mean that you “give up” your notions; it is
important to have a point of view to judge whether
the new way is better.



The extended teams bring a huge learning opportunity to you and your organization.
Take this as an opportunity to get smart on the different tools and techniques, push
for knowledge transfer where possible and at a minimum, stay current on market
trends brought in from external sources. Create a culture of learning and challenging
ideas. Remember that leaders don’t need to have all the answers; they need teams
who can find the answers.

BUILD WITH MODULARITY AND OPTIONALITY

Giving up control and being open to learning require that you may need to pivot
from your plan in the same way a re-forecast can spur a new direction. Creating
work in small, discrete units allows for focus on that unit (a “sprint” in agile lingo),
and then provides natural points of transition should new information be intro-
duced—something is working or not working. In finance terms, this embeds an
option to expand or withdraw resources at set gating times which increases the
value of the work.

PLAN IN SCENARIOS

Planning as scenarios builds this modular thinking. If we assume that we are in a
VUCA world characterized by volatility, uncertainty, complexity and ambiguity, then
pinpoint forecasting will always miss the mark and plans risk becoming outdated.
An alternative is scenario planning, which creates sensitivity to environmental
changes, for example, “If regulations change,” or “If XYZ company enters our
market.” This supports agile methods at the project level as well as a management
philosophy for the entire organization and creates optionality to the business
decisions and valuation process.

(PROJECT) MANAGEMENT SKILLS
The logical of extension of working through other people is to manage the extended
team for success. Especially for non-employees, explaining the big picture will help
them understand the role they play. One way to get everyone on the same page is
to literally create the page. A project charter is a common tool and should include
the following elements that everyone can see and refer to:
* The purpose of the project
* Specific goals and milestones as part of a shared roadmap for the team
» Specific objectives and metrics that define success
* Who is on the team and what are their roles
* In and out of scope.
Part of project management is the cadence of operations, which may include
the following:
* Explaining how the group communicates and stores information (email, text,
tools, shared file drive, collaborative tools, etc.)
» Daily/weekly scrums or to-do meetings for where everyone attends to hear
what other team members are working on and how their own work relates
« Monthly/quarterly reflective and learning meetings
» Scorecards and dashboards
* Explain how decisions are made, including “decision rights,” such as who has
authority to make what decisions (by fiscal amount, market versus technical,
etc.). Consider the concept of “disagree but commit” to allow people a voice to
dissent to a decision, but then are expected to support the decision afterwards.
The goal is to avoid paralysis by discussion, and also behavior that undermines
decisions after they are made.

AFP GUIDE: Integrative Intelligence
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TRANSPARENT OPERATIONS

What happens when key files are stored on laptops? Or processes are in someone’s head
rather than shared? These are typical examples of single points of failure that create risk
for your operations, and they also make it more difficult for someone to step into a role,
evaluate work, and load data efficiently. It is the opposite of integrative!

Finance can expand integrative intelligence through transparency. Defining single sources
of truth, validating data, clarifying processes and roles/responsibilities within those processes.
Some of this is a cultural approach to work, and other aspects rely on tools that promote
collaboration. In both cases, adding flexibility and clarity will enhance the collective access
to information and improve process function. Bonus: identifying processes may be a step
in the path to automation.

ASSIGN ROLES

Especially with fluid teams, it is important to know different roles and whom to call at a
given moment. Consider a RACI chart:

* Responsible for doing the work or making a decision

* Accountable for approving and owning the work. Usually one person and

may be the team lead
« Consulted to give input during the work to help complete the task.
Expect interactive discussion.

* Informed and kept in the loop about what is occurring, as it may impact their

own related work. For example, they may be the downstream recipients of
the group’s work. Generally one-way stream of information.

In addition, how you deploy your team members is crucial. Are you asking people to do
things they are good at, and were hired to do? Are there learning opportunities available in
teaming? And who maintains and builds the multiple relationships? Anders Liu-Lindbergh,
co-founder of the Business Partnering Institute, advises that third party team-members
“could be highly effective when it comes to analytics and digital technologies that may
lend itself to project-based work that does not need to be tied to tightly to the company;
however, business partnering and core FP&A work needs strong business understanding
and strong relationships with business stakeholders. That won't happen with a freelancer.”

AFP GUIDE: Integrative Intelligence



CULTIVATE COLLABORATION AND PSYCHOLOGICAL SAFETY
What makes a successful team? Google spent about three years on
Project Aristotle researching what makes its own teams successful and
determined the most important aspect is “psychological safety,” the
belief that individuals can share opinions, facts or ideas free from suffering
negative consequences to ego or career if they are not supported by the
other team members.

Julia Rozovsky, who led the study at Google, wrote, “Individuals on
teams with higher psychological safety are less likely to leave Google,
they’re more likely to harness the power of diverse ideas from their
teammates, they bring in more revenue, and they're rated as effective
twice as often by executives.”

Here are six steps to cultivate collaboration and create psychological
safety:

« Define the culture of your team up front and reiterate it when

new members join. For example, “We follow the best idea, not

where it came from,” and “We assume everyone will voice concerns,

and welcome challenges to our work”

- As a team leader, consider a hand-book of “how | work,” including
preferred communication style (when to email, call, text, use
collaboration software)

» Consider everyone’s incentives and goals—yours, theirs, and shared.

How can they be aligned?

» Different teams does not mean opposition; other groups have their

own decision-making parameters that you may not know

* Behavior before technology—how you act is more important than

the medium used to convey information

» Build collaboration into the workflow and assignments

* As a leader, learn when to get out of the way and let the process work.

Some activities that promote psychological safety may be productive in
the long term but are inefficient in the short term. Chatting with team-
mates at the start of meetings and asking about everyone’s weekend
can make people feel closer to colleagues, but it will reduce time for
other agenda items. Team building activities may be expensive or seem
frivolous, but they also provide an opportunity for individuals to express
their individuality and get to know each other. One-on-one meetings
may not always have tangible results, but they can open the dialogue for
your team to communicate freely.

BRING THE OUTSIDE TO THE INSIDE

As discussed in the “Who Is On The Team” section, the distinction of
inside and outside the organization is blurring. Through data sharing,
staffing and even planning, companies have integrated the value chain
from source to customers in a tactical and strategic ways. UPS and
FedEx are embedded in customer operations; Proctor & Gamble know
to restock Walmart when units are low. Customer user groups range
from distributed online comments to meetings and retreats with large
customers that coordinate feature releases and product roadmaps. They
allow the voice of the customer to be heard, build loyalty and lock in
long term relationships.

“We follow the

best idea, not
where it came
from,” and

“We assume
everyone will voice
concerns, and
welcome challenges
to our work.”

AFP GUIDE: Integrative Intelligence
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Buying In

“The senior managers and middle managers have to believe in the idea that the whole is
greater than the sum of the parts (synergy). All it takes is one manager to ignore this idea
and collaboration is gone. | have seen many different organizations in different industries
and have had bosses that believe in synergy and others that believe in themselves.

“Bosses that believe excessively in themselves try to do everything on their own and take
credit for their team’s work. This is very demoralizing for the team. These bosses usually
stick around for one or two years, wear out their welcome, then move on.

“Bosses who believe in synergy encourage their teams to work together, try different
approaches, and recognize their teams when success if achieved. These are the teams that
perform better, have more engaged employees/contractors, and enjoy their work.

“At a former employer, we spent five years working to eliminate turf wars and getting
the whole CFO team to work together. We achieved that by getting all the directors on the
same page and bringing in people who understood the whole is greater than the sum of
the parts. Teams supporting different areas came together regularly for meetings both in
work and outside of work. We produced financial results and coordinated budgets/forecast
of higher quality in less time. Communication was the key and we used all forms—email,
instant messaging and good old phone calls.

“Then, a new director was brought in who was more interested in himself than the team.
He prevented communication and specifically called out items not to share. He withheld
key information until the last minute, which played to his objective of making the other
directors look bad, so he looked better. Other managers refused to work with this person,
leading to predictable results: low quality budgets that require more effort, especially since
turnover in the group is higher.”

— Pete Geiler, member of the FP&A Advisory Council

AFP GUIDE: Integrative Intelligence



PROTECT YOUR EMPLOYEES:

* Protect your helpers. The new people and non-
employees on your team will have a lot of questions,
which means that your full-time employees will be
bombarded with requests that may inhibit their
work and frustrate them. Find ways to protect
your existing staff from this type of burnout.

* Manage the potential anxiety of your existing team
by introducing gig work to your staff as a positive,
roll it in slowly as auxiliary staff during busy times or
for rote work, and if it is a matter of hiring expertise,
then pair the freelancer with existing staff to transfer
knowledge to your team. Make your current staff a
part of the process to ensure their buy in.

* Explain freelance versus FTE roles. To the extent
possible, develop a policy (or at least an explana-
tion) of why certain roles go to external resources
so they do not feel that it is job replacement—rote
work, seasonality, expertise, experimental projects.
Try to avoid replacing FTEs with freelancers.

* Upskill your existing team by ensuring knowledge
transfer from external resources on tools, practices,
or simply market trends.

TIPS FOR HIRING THIRD-PARTY TALENT
Cy Wakeman, a speaker at AFP’s annual conference in
2014 in Washington, DC, had a simple formula for the
value of an employee: Value = Current Performance
+ Future Potential - 3*(Emotional Expensiveness). In
forming short-duration teams, you will be tempted
to overweight the current performance part of the
equation for both employees and the extended team
because you are bringing them on-board them for the
specific task or project; we encourage you to always
think about your employees for future potential and
look for ways to upskill them. In all cases, Emotional
Expensiveness retains the same weight because your
goal is to hire people who can integrate quickly and
help the team. Here is how to do both of these:
¢ Find someone who is passionate about what you are
hiring them for. Ideally, you will have many people
bidding on your project, so find someone who loves
the challenge you are putting in front of them:
building financial models, data mining, web design,
and visualization. | knew one candidate was an Excel-
lover when he told me that he made a pointillism
picture of his fiancé in Excel by coloring cells.

e Hire them for their best skill. Freelancers may have
a long list of things they do well, but you want
them for the things for which they are GREAT.
These will be near the top of the resume (and will
coincide with the point on passion).

e Evaluate communication skills. Key to success
in any project, and even more so when the
person is remote or a new, is the ability to
communicate expectations, progress, work,
challenges, and questions. Define the format of
communication—text, phone, email, Slack, other—
and set your expectations.

* Develop a broad network for sourcing freelance
talent so that you do not need to hire strangers.

¢ Develop a rapport. Think about questions of
teamwork and culture adapted to this virtual work.
Initial face-to-face meetings will ease future con-
versations. Supplement with video conferencing,
hang-outs, and even water cooler chatter, such as
a chat space on Facebook where the team can talk
about non-work-related items. Talk about culture and
communications more than you normally would, and
then live up to your own expectations.

A NEW RELATIONSHIP WITH HUMAN RESOURCES
In many companies, employees are hired through

the human resources office, contractors and vendors
through procurement, and consultants through the
business unit that wants to use them. This contradicts
the goal of Integrated Intelligence. The goal is to find
the talent to get the work done. The talent strategy
should focus on when it is right to hire or use a third
party, or fill temporarily while searching for a full-timer.
Together, it requires the joint action of the business to
define the needs and justify the cost, and then allow
HR to assess skills marketing pricing and availability,
and procurement to manage the cost, quality controls,
and security of onboarding. From a planning point of
view, becomes more complex to forecast “headcount”
as finance may get input from different areas.

A goal of navigating the third-party relationships is
reducing friction at points of onboarding and deliver-
ing work. That places a premium on repeat workers
who can be re-introduced to the company, understand
culture and processes, and can deliver quickly. One
group should gather performance information and
manage the pool of “familiar” talent.
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How to Use FP&A Freelancers

Cindy Rogers is a certified FP&A Professional and CPA, and she has run budgets, forecasts, strategic
planning and cash management for large organizations. She also writes and reviews questions for AFP’s
FP&A certification test. Rogers’ new perspective as an FP&A consulting professional keeps her at the
forefront of FP&A because companies increasingly are creating extended teams consisting of full-time
employees as well as consultants, contractors, gig workers and freelancers.

We asked Rogers about her experience on both sides of this divide, and how companies can integrate
the collective knowledge and company intelligence from the extended team into their company.

AFP: As a consultant, what type of contracts are you hired to fulfill?

Cindy Rogers: Usually, my work is project based, and it can last a few weeks, months or even years. Often,
I've been hired to develop and facilitate a company’s budgeting process, which resulted in a longer-term
contract—more than one year. There were shorter contracts as well, where | would build or refine financial
models to assist with strategic decision making or their forecasting process.

Other contracts are coverage for employees for a fixed term, such as maternity leaves or filling in for an
interim period until the company finds a replacement manager or director. Sometimes it takes time for
the company to find the right fit at a given level and they need someone to be able to come in and help
move priorities while they search for the right employee.

AFP: How can a company integrate the intelligence from a non-employee who is on the team? By Intel-
ligence, | mean the specific contracted deliverables as well as the insight, creativity, and energy of an
outside perspective?

Cindy Rogers: Employers should create a job description with specific functions for the contractor ad-
dressing the same aspects of the role as if they hired a full-time employee. This may be accomplished by
detailed scope of work for the project, but those tend to focus on the technical objectives of the task and
tends to miss the soft goals. In short, if you want to capture and integrate the intelligence from a non-
employee, put that right in their contract with specific documentation of goals. Specific deliverables could
include mentoring/training of other team members on improved methods or workflows; participation in
corporate self-evaluation (performance) review process for documented two-way feedback, etc. These
soft skills are the difference between success or failure, or between good or great consultants.

Also, care should be taken that consultants report to the appropriate person in the organization—high
enough that the consultant’s request receive appropriate attention. Generally, they should report to the
same management level as an equivalent employee would to help capture the day-to-day benefits that
experienced consultant can provide. Those learnings can be lost if the consultant/contractor is subordi-
nated one level down—which | have seen done due to the nature of the employment arrangement.
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Bots on the FP&A Team

Are bots really on the team, or are they just a
tool like spreadsheet or an accounting system?
Bots are a category of automation tools that run
autonomously to complete work. At a simple
level, it could be a script that executes task,

as Dawn Sieh, PhD Manager of Finance Talent
Development at Verizon, explains in this report
automation example:

| was in the office late in December, and one of
my coworkers contacted me to explain that it
takes most of an uninterrupted day to complete
one of her reports and she wanted to discuss if
there might be a more efficient way to publish
the it. We reviewed the current approach and
together we identified opportunities to simplify
the report and reduce the time to publish the
report. | suggested she contact a representative
of our ‘bot’ team to see If they could assist with
our idea. The bot team was able to automate
several steps and now the report runs with the
click of the mouse and the bot moves the data
into the appropriate tool for the users to access
the report online.

Verizon has other bots operating at a higher level
of sophistication, such as natural language genera-
tion. As Dr. Sieh explains, at the end of the month,
“We use a software product called Quill to read our
financial results and generate text for us that explains
what happened, what variances existed, and why they
exist. This is preparation for the [human] analysts who
read, review and refine as necessary, in preparation for
meeting with business partners.”

Practitioners are adopting the practice of per-
sonifying bots as team members to whom work is
delegated. Dr. Sieh says the attitude she sees is, “I
have a new co-worker, it happens to be a bot and |
can give it the highly transactional and time consuming
tasks to | can focus my time on the more value-add
work!” Often, they are given names and sometimes
even a dedicated workstation! Sarah Schaus at
Allianz describes a computer that runs algorithms
and reports. It requires the correct passwords
and access codes to run its reports. They further
“personified” the bot by giving it a body made of
cardboard boxes and tubes! Creating an identity
will help the team relate to the bot as a partner to
whom work is given and results received to the best
of the bot’s ability.?

As the bots increase in sophistication, they are also
transitioning from defined work to defined processes,
where the outcome is unknown. How should we ac-
cept their input? Chris Argent, founder of Generation
CFO, has some suggestions: “First, you need to test
the results. The name ‘data science’ may indicate
precision, but there is a lot of testing in order to
get the algorithm right. Is it performing to your
expectation? How do you know if a component of
the script is working right?”

Second, Argent counsels knowing how a computer
thinks. “A computer will miss nuance and may throw
away a piece of data that does not fit pre-defined
specifications, say an outlier,” he says. “A content ex-
pert may look at that datapoint and say it is relevant
in the context of the business and needs to stay.”
Similarly, a bot may push forward with its script where
a SME would stop working if the data is fuzzy, results
unexpected, or conclusion is illogical. Like a colleague
with whom you have one-on-one meetings and
coaching sessions, bots need to be re-trained on the
data to make sure their results remain relevant.
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INTERSECTIONAL
THINKING:
FINDING AND
ACCEPTING
UNUSUAL
THOUGHTS

Complex systems have multiple interactions leading
to a variety of potential outcomes; similarly we cannot
apply linear thinking to the challenges we face in the
workplace. Therefore, we re-forecast, adjust plans

and make decisions based on new data, constant
interaction with partners and the market, and display
intersectional thinking.

“Intersectional thinking is a method for connecting
ideas in order to generate new ideas, directions and
strategies,” Says Rohit Bhargava, author of Non-Obvious:
How To Predict Trends and Win The Future. When fi-
nance partners with the business, customers, consultants
or bots, we need to integrate the information coming
from all these nodes. To build our intersectional skills
Bhargava offers four tips that are adapted here:

SEE THE SIMILARITIES INSTEAD OF THE DIFFERENCES
We all perform triage every day. Which email to read or
delete. Which ideas hold merit (ones from our spouse,
our boss) and which to ignore. Our mental structures
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(heuristics) are designed to help us manage the data
and look for contrasts and differences, but we might be
more open to ideas if we could stop ourselves and find
the similarities. Questions to ask include:

* How does this build on our current thoughts,

progress or capabilities?
* How would | “plus this up” and build on this idea?
* If this were true, what would | do?

PURPOSELY LOOK AWAY FROM YOUR GOAL
Goals are important, and you don’t want to diminish
the pursuit of goals and all the KPIs that let you know
if you are achieving them. Viewed positively, this might
call this focus. Viewed negatively, this is tunnel vision.
Questions to ask include:

* How else can we meet the mission?

* |s the outlier justified, or an error?

WANDER INTO THE UNFAMILIAR
We all need to allow some time for intellectual curios-
ity. Google famously allows its employees up to 20
percent of their time to work on side projects. Actions
to support this may include:
* Read or follow thought leaders outside your area
* Turn off email, work remotely, and take some time
to be out of touch so you can explore.

BE PERSUADABLE
“The world conspires in many ways to encourage each of
us to burrow further into the chasms of our own beliefs,”
Bhargava writes. Being persuadable encourages others to
bring us contradictory facts or opinions, to be more cre-
ative themselves. “When my information changes, | alter
my conclusions,” writes Paul Samuelson. And information
is changing, coming fast, and subject to interpretation.
Actions to support this may include:
* Document the assumptions and key facts at
the point of the decision, including data
sources; pre-determine what might lead to
different conclusions
* Create a culture of pursuing the best idea, regardless
of where it came from; highlight examples when
other people have changed your mind.

Deloitte CFO Signals, 3rd Quarter 2018.

. https:/www.slideshare.net/upwork/freelancing-in-america-2018-120288770/1

. http:;/ww2.cfo.com/people/2018/05/think-theres-a-talent-shortage-now-just-wait/

. https:/www.jobsite.co.uk/news/2018/08/20/demand-for-financial-analysts
increases-but-60-of-employers-expect-a-skills-shortage/

. https://www.mckinsey.com/business-functions/strategy-and-corporate-
finance/our-insights/bots-algorithms-and-the-future-of-the-finance-function

6. Denning, in his book, The Age of Agile, page 56, cites Tom Friedman in his
book, That Used To Be Us.

7. http://view.ceros.com/afp/fpasurvey/p/1
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VOICES FROM THE FIELD

Is finance really using the “gig” economy

to extend their full-time team? YES.
The FP&A community weighs in:

Richard Reinderhoff, Freelance Advisory:
“Very common in the Netherlands. You
either hire hands (seems like 99 percent
of the gig-jobs) or you hire brains (the
other 1 percent ). In case of a permanent
jobs, since millennials leave in two years
on average and businesses change in
three years, most vacancies only offer
(lists of) routine tasks (to be replaced by
bots), hence with few prospects.

Ken Fick, Director, Finance
Transformations, MorganFranklin
Consulting:

Due to businesses chronically, under-
training employees on key business
methods and then not giving them
the flexibility and ownership of new
initiatives, the need for external resources
from the gig economy will continue to
expand. They are best used when they
can be well managed and are able to
provide targeted value on key tasks,
processes or projects.

Arno Wakfer Financial Controller

& Business Partner, Assured
Environmental:

It makes sense to employ freelances
for gigs using platforms like Fiverr
and Freelancer.com which are very
popular and growing. You can find a
person on almost anything you want.
There are plenty of talented and multi
skilled individuals that are available for
gigs on short notice.

Lance Rubin, CEO, Model Citizn.

We are a gig economy-based business
squared. We hire, under contract, a
project-based, contingent workforce

whilst providing our services on a project/

contract basis to clients as well. All our
clients want to improve their decision
making and modeling, and this type of
intellectual capital is not always conveyed
in the cheapest labor rates.

Mason Brady, Director of Finance &

Supply Chain, Homegrown Organic Farms:

| used gig workers for data entry work
but have since also discovered some folks
on Fiverr and Upwork that have financial
modeling skills and will now use them to
build models for me, to verify my models
and have a second pair of eyes on my
work. For example, | had a worksheet that
needed a macro. | found a guy who would

do it for $80 and it was done the next day.

He did it much faster, much better and

much cheaper than | could, and it freed up
my time to engage other stakeholders and

member of the organization and building
my team. Loving this gig economy!
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