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Japan Economic Outlook  

― The economy has rebounded but obstacles remain

 

Japan’s economy rebounded in the first 

quarter, despite external headwinds, 

especially the trade war and its effects. 

Domestic dynamics, such as sagging 

spending and monetary policy, remain an 

overhang. 

The latest indicators 

Japan’s economy surprised by performing relatively 

well in the first quarter of this year.¹ Specifically, real 

GDP grew from the previous quarter at an annualized 

rate of 2.1 percent, after posting 1.6 percent growth in 

the last quarter of 2018. The economy had contracted 

in the first and third quarters of 2018. In Q1 of 2019, 

growth was driven by strong gains in public sector 

investment as well as housing. However, consumer 

spending fell slightly, down 0.3 percent, business 

investment fell modestly, and both exports and 

imports fell sharply. The decline in imports, however, 

had a positive impact on GDP. Still, declining imports 

are a reflection of weak domestic demand. The fact 

that GDP mainly grew due to a strong increase in 

public sector investment suggests that the private 

sector remains quite weak. The decline in trade 

volumes suggests that the on-again, off-again trade 

war between the United States and China is taking a 

toll on the Japanese economy. The boost in public 

sector spending also indicates that the government 

has loosened fiscal policy, especially due to increased 

spending on disaster relief. The government remains 

intent on raising the national sales tax later this year 
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to improve the solvency of the public pension system. 

This is expected to have a big, negative impact on 

consumer spending, as was the case the last time the 

tax was increased. 

Although Japan’s economy rebounded in the first 

quarter, signs of trouble continued as the second 

quarter unfolded. Japanese exports declined for the 

fifth consecutive month in April, falling 2.4 percent 

from a year earlier.² The decline was 

disproportionately driven by a drop in exports of chip-

making equipment to China, likely a result of the 

growing trade war between the United States and 

China. Indeed, Japanese exports to China were down 

6.3 percent in April versus a year earlier. 

Specifically, exports to South Korea fell 4.2 percent, 

but exports to the United States were up 

9.6 percent and to Vietnam 10.4 percent. 

 

As for Japan’s manufacturing sector, the Purchasing 

Managers’ Index from IHS Markit fell to 49.3 in June, 

indicating continued declining activity.³ The index was 

weak because of softness in several subindices, such 

as output, new orders, export orders, and 

employment. This, in turn, stemmed from weak 

overseas demand, especially from China, as well as 

overall weakness in the global automotive sector. 

 

As for Japan’s household sector, spending increased 

4.0 percent in May versus a year earlier.⁴ This was the 

sixth consecutive month of rising spending and the 

fastest increase since May 2015. It was driven by 

strong spending on housing, education, and other 

services. Yet the sustainability of the boost in spending 

is not certain, especially given that wages have risen 

only modestly—indeed, in May, sales at chain retailers 

were down 

4.0 percent from a year earlier. The government, 

however, is keen to see spending rise, especially as 

Japan’s export sector is at risk from the growing trade 

war between the United States and China. Another 

potential risk to spending is the government’s plan to 

raise national sales tax from October to improve the 

solvency of the nation’s pension system (more on this 

in the next section).⁵ 

Factors that will influence Japan’s 

future path 

Japan is vulnerable to a number of external factors. 

Among these is the current US-China trade war which, 

as of this writing, is experiencing a pause in that new 

tariffs have been put on hold. Still, as talks take place 

under the threat of future tariffs, uncertainty remains 

about the future trading relationship between the 

world’s two biggest economies. Thus, from the 

perspective of Japanese companies, it is hard to plan 

supply chains. Add to that the weakness in the growth 

of business investment, both in Japan and elsewhere, 

which is likely related to this uncertainty. Moreover, 

the United States has threatened to impose tariffs on 

imports of all automobiles, especially vehicles 

produced in Europe and Japan, which adds to the 

uncertainty of global trade.⁶ 
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Japan is also vulnerable to the performance of the 

global electronics and automotive industries—both 

face headwinds. In the case of electronics, global 

demand is weakening,⁷ possibly due to consumers re-

evaluating the need to upgrade their devices. At the 

same time, investment in the industry has stalled 

owing to uncertainty about the future of global supply 

chains. In the case of the automotive industry, a 

combination of weakening global demand and trade 

uncertainty is an overhang. 

 

The Japanese government continues to affirm its 

commitment to raise the national sales tax later this 

year. This is expected to have a negative impact on 

consumer spending, as was the case in the past. The 

major area of uncertainty is whether the government 

will implement increases in spending that are 

sufficient to offset the negative impact of tax 

increases. 

 

Finally, there is the issue of monetary policy. The Bank 

of Japan (BOJ) has maintained a historically easy 

monetary policy for several years with the goal of 

boosting inflation toward the 2.0 percent target. Yet 

this policy has not succeeded in generating 

significantly higher inflation. Moreover, the latest data 

indicates that investors expect inflation to ease. The 

so-called “breakeven” rate, which is an excellent 

measure of investor expectations of inflation, has 

lately dropped to 0.20 percent. In other words, 

investors expect almost no inflation in the next several 

years.⁸ This is despite the fact that core inflation 

(overall inflation minus the impact of volatile food and 

energy prices) is currently running at 0.8 percent. 

Thus, investors evidently expect inflation to abate from 

current levels, even as the BOJ maintains an easy 

monetary policy. This likely reflects investor pessimism 

about the economic outlook. The question, then, is 

whether the BOJ will do anything to further ease 

monetary policy. For now, there is no indication that 

such a step is imminent. At the least, this likely means 

no further downward pressure on the value of the yen 

and possibly upward pressure. A rise in the value of 

the yen will hurt export competitiveness and 

exacerbate the problem of low inflation. 

Endnotes 

1. Megumi Fujikawa, “Japan surprises with 2.1% growth, but it’s not all roses,” Wall Street 

Journal, May 20, 2019. 

2. Trading Economics, “Japan exports,” accessed July 15, 2019. 

3. Jibun Bank, “Softer manufacturing conditions continue in June,” press release, July 1, 

2019. 

4. Trading Economics, “Japan household spending,” accessed July 15, 2019. 

5. Kaori Kaneko and Tetsushi Kajimoto, “Japan household spending rises but wages fall in 

March,” Japan Today, May 10, 2019. 

6. Levi Winchester, “Trump warning to EU: President ‘serious’ about car tariffs that would 

shock Germany,” Daily Express, June 18, 2019. 

7. Enda Curran, “Warning shot to world economy as Singapore slumps, China exports 

drop,” Bloomberg, July 12, 2019. 

8. Macrobond’s official website, accessed July 15, 2019. 
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Tax News 

“The Japan tax function in the rapidly changing 

digital society” 

Overview 

Forces such as globalization, digitalization, and social 

transformation have been rapidly changing the 

landscape of how tax functions operate, and are 

putting increasing pressure on tax functions to adapt 

to an unsteady environment. From the adoption of new 

technologies and the global digitalization of tax 

authorities to the increased demand for back-office 

efficiency and growing public scrutiny/calls for 

transparency from corporate taxpayers, countries 

around the world are facing uncertainties which require 

constant monitoring and adjustment to ensure the tax 

function is properly equipped to handle the issues of 

our modern society. Japan has not been immune from 

the pressure to keep up with the changing landscape, 

and is currently facing its own unique challenges. 

In a survey conducted by Deloitte between March and 

May 2019, approximately 100 businesses representing 

various industry sectors were polled to better 

understand how tax functions in Japan are adjusting to 

keep pace with the evolving landscape and what 

expectations the businesses have for the future. The 

businesses that participated comprised nearly an equal 

split of Japanese businesses and foreign businesses 

with operations in Japan, and were asked various 

questions regarding their workforce, workplace, and 

work processes. This article provides a summary of the 

survey results. A detailed report will be published in due 

course.  
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1. Workforce 

Do you expect the workload of your tax department in Japan 

will change over the next 5 years? 

 

 

 

 

 

Do you anticipate the skills required within your tax team in 

Japan will change over the next 5 years? 

 

 

 

 

 

The workforce questions in the Deloitte survey centered 

around who performs the tax work and the skills that they 

required. As shown by the chart above, over half of the 

businesses expect to see an increase in their tax workload 

over the next five years. However, while not depicted in the 

chart, only seven percent of the businesses that 

participated in the survey expect to see an increase in 

their number staff during that period. As a result, tax 

functions will need to be flexible and experiment with 

alternative approaches to their current processes in order 

to find ways to be more efficient. While many tax functions 

with well-established, rigid process may find such changes 

to be difficult, efficiency will be necessary to stay ahead of 

the increasing demands. 

Merely focusing on changing workload, however, may not 

be sufficient. Of the polled businesses 80 percent believed 

that they would see not just a change in the amount work 

required, but also changes to the type of work their tax 

functions would be need to be able to perform. New types 

of work will also require new skills which are expected to 

include change management, data management and 

analysis, and process optimization. Thus, tax functions will 

need to train their existing employees to cultivate  

 

necessary skills internally or rely on help from external 

contractors/freelancers in order to adapt to their 

workforce’s changing needs. 

 

 

 

 

No change

32%

Tax workload 

will decrease

12%

Tax workload will 

increase

56%

Yes

80%

No

20%
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2. Workplace 

Does the infrastructure exist for your Japan tax employees to 

be able to work remotely? 

 

 

 

 

 

 

Although businesses expect the demands on their tax 

workforce to increase in the next five years, tax and 

finance staff in Japan are already in short supply with 

many companies finding it difficult to fill open positions 

when they arise. Further, with the size of Japan’s 

workforce in a state of decline, companies will need to 

find ways to stay competitive with their peers in order 

to attract and retain talent amid increasing labor 

shortages. Technology is helping to enable companies 

to do this by providing working environments that allow 

employees to succeed in both their professional and 

personal lives via the use of technology such as access 

to email, enterprise systems, and resources remotely. 

Through the use of technology, and in accordance with 

a number of work-related reform measures introduced 

by the Japanese government in 2018, many companies 

in Japan have begun to adopt flexible working 

arrangements for their employees. In fact, of the 100 

businesses that participated in the survey, 61 percent 

of them responded that they have infrastructure in 

place which allows for flexible work arrangements. 

Further, 47 percent of the businesses stated that they 

already have flexible work arrangements in place, with 

another 20 percent responding that they intend to 

provide increased working flexibility in the future. As a 

result, using technology to provide employees with 

work-life balance incentives, such as flexible work 

arrangements, will be important in helping companies 

remaining competitive when it comes to finding and 

retaining talent. 

 

 

 

 

 

 

 

 

 

 

 

No

33%

No - but we are 

in the process of 

changing

7%

Yes

60%

No

15%

Not sure

18%

Yes

20%

Yes - we 

already 

provide 

flexible 

working

47%

In future will your organization will provide increased 

flexibility in how tax employees work in Japan? 
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3. Work processes 

 

 

 

 

 

 

 

 

In addition to using technology to improve the 

workplace, many companies will also need to 

reevaluate how technology can be used to improve the 

efficiency of their tax processes in Japan. With an 

average satisfaction rating for businesses that 

participated in the survey of only five out of ten, 

companies should be concerned that their internal 

processes may not be able to cope with future 

increases in demand. However, to determine how to 

improve tax processes, we must first try to figure what 

is causing companies’ dissatisfaction. There are 

number of possible explanations. One explanation is 

Japan’s strong attachment to paper, which some see as 

an impediment to digitalization. Many Japanese 

businesses are still paper-based, using paper for 

internal correspondence, as well as external 

correspondence, such as with the National Tax Agency 

(i.e., tax forms, notifications, etc.) and customers (i.e., 

invoices). In fact, nearly 66 percent of businesses 

reported that they did not have paperless tax functions. 

Another possible explanation is the sheer volume of 

data that tax functions consume from source systems 

(i.e., ERP systems). Many of these systems are put in 

place without considering how the data they create will 

support the companies’ tax processes. As a result, tax 

staff are required to spend significant amounts of time 

collecting, reformatting, and enriching data in 

spreadsheets before it can be usable for tax. Similarly, 

many tax processes are still very manual, with 80 

percent of businesses in the survey stating that their 

tax functions are not making sufficient use of 

technology. Despite most businesses having a desire, 

or even an excitement, to embrace digitalization, many 

feel that their lack of knowledge and/or the costs 

associated with available technology solutions 

outweighs their perceived benefits. Regardless of the 

reason, however, companies must figure out ways to 

embrace technology and digitalization in order to 

improve the efficiency of their tax processes and have 

the capacity to deal with future challenges. 

 

 

 

 

Very dissatisfied (1-2)

10%

Dissatisfied (3-4)

23%

Neutral (5-6)

36%

Satisfied (7-8)

29%

Very satisfied (9-10)

2%

No

80%

Yes

20%

On a scale of 1 to 10, how satisfied are you with the efficiency 

of your tax related processes in Japan? 

 

Is technology sufficiently utilized for the tax activities 

performed within your organization in Japan? 
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Steps to take going forward 

In an ever evolving landscape, businesses are 

beginning to feel increasing pressure to take measures 

to ensure they can cope with change and stay 

competitive amongst their peers. Companies will need 

to examine their tax function to ensure that their 

workforce and tax processes have the proper skills and 

technology to handle new tasks and increased 

workloads, and that they are using technology to foster 

a workplace conducive to attracting and retaining 

employees in an increasingly competitive market. While 

such tasks may seem daunting, there are a number of 

practical steps that companies can take now to help 

them prepare for future change. Some examples 

include the following: 

1. Monitoring regulatory and tax trends – Pay 

attention to global tax developments, particularly 

the evolution of tax authorities, and form a 

viewpoint of the future. 

2. Create a vision – Determine how you envision your 

tax function looking in the future based on current 

trends and create a roadmap which sets realistic, 

achievable steps to help your tax function achieve 

that vision. In doing so, focusing first on immediate 

issues (i.e., “low hanging fruit”) will help employees 

buy-in to the vision you are trying to create. 

3. Enhance your data – Explore ways data can be 

improved, such as through enhancing existing 

systems or by using “data wrangling” software, and 

seek opportunities to reduce the use of paper 

within the tax function through processes such as 

e-Document preservation. 

4. Generate internal support – To help securing 

budget funding and leadership support, build a 

business case for change, leveraging (where 

possible) other IT and finance transformation 

initiatives (i.e., ERP upgrades) that can help the tax 

function meet its goals. 

5. Cultivate the right framework – Create a culture 

within the tax function that proactively seeks 

improvement and embraces new approaches to 

working and technology. Note that neither people 

nor technology can create change on their own. 

Change is only brought about by humans and 

machines working together in designed systems.  

Companies should review their existing tax function, 

while considering the steps laid out above, in order to 

assess how best to deal with the challenges presented 

by modern society and avoid any unexpected 

consequences that may arise from future change.  

— A detailed report will be published in English in Japanese in the foreseeable future. If 

you would like more information or wish to receive a copy of the detailed report 

please speak to our Deloitte subject matter specialists Sam Reeves 

(sam.reeves@tohmatsu.co.jp) or Lars Dahlen (lars.dahlen@tohmatsu.co.jp).  
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How to get Agile Project Management right

 

 

What Agile is 

While books can be written about the fine points of 

Agile project management, what is really important to 

know is that this methodology does away with the 

traditional thinking of “a fixed scope at a fixed time”. 

Instead Agile focuses on delivering what is most 

important for the organization right now, in realization 

that what we think is needed in months from now might 

very well change, as new needs and requirements 

emerges over time. 

At the core of Agile projects is having a long wish list of 

things to do and at regular intervals pick the most 

important items from this list and then have a team 

focus on these items only for a set time frame – typically 

2-3 weeks. This is the so-called sprint the schedule. 

While the long wish list can change at any time, the 

team has a fixed scope to work on. In this way frequent 

change of plans is possible without delving into the 

chaos of constant change. 

An additional key component of the Agile methodology 

is that it prescribes that time is regularly set aside for 

reflection on how teams can improve their way of 

In recent years delivering projects using the Agile 

methodology has become increasingly popular. 

In a world that changes ever faster Agile gives the 

opportunity to smoothly and continuously adjust 

the direction of projects to new circumstances 

and avoid some of the pitfalls of traditional 

project delivery. However, many CFOs still 

struggle with how to enable their organizations 

to deliver work using Agile. In this article we will 

dive into what Agile really is and touch on some 

key factors for using this powerful project 

management methodology successfully. 
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working. This means that as a team get further into 

projects it can be expected that their output will 

increase significantly. 

When Agile is relevant and when it is not? 

Have you ever found yourself in a situation where the 

new solution you built did not really fit the 

requirements? Or where the functionality you really 

needed right now was scheduled to be created 3 

months later, causing a troublesome re-planning of a 

project? If that is the case, then Agile could very well be 

for you. Agile counters such situations by an efficient 

and lightweight planning paradigm, which ensures that 

teams work on what delivers the most value right now. 

One example where CFOs find Agile delivery to be very 

powerful is when working on Digital Finance related 

projects. When working with technologies such as 

cognitive processing, advanced analytics or 

visualization it is often impossible to know exactly what 

the end state will and should look like. In such cases 

traditional project planning fall short, as it carries a big 

risk of building the wrong solutions. Agile is much 

better suited to capture value early and utilize learnings 

on-the-go to continuously speed up development. 

To provide counterpoint, there are also times when 

using Agile will provide less benefit. When the scope is 

very clear and you are doing something tried and 

tested, using traditional project delivery methods can 

give more certainty and make it easier to coordinate 

between projects and their work streams. Another 

example where Agile can have shortcomings is when 

decisions have large monetary decisions attached to 

them, so there is little room for change in direction as 

the project moves along. However, even with the 

aforementioned points in mind, it is safe to say that 

there is significant room for increased use of Agile in 

most organizations. 

How to get Agile right 

As Agile is a new way of working with project 

management for many organization, there are some 

pitfalls that are often encountered when starting out. 

Observing the following 3 key points will help you 

organization get on the right path to reaping the 

benefits of running Agile projects. 

1. Get all stakeholders on board, not just the project 

team 

When running agile, it is easy to fall into the trap of 

just training a team, but not communicating 

sufficiently with the surrounding organization 

about how results will be delivered. Since Agile is 

all about embracing uncertainty and managing 

rapid change, teams will struggle if leadership 

expects fixed scope and timeframes that are set in 

stone. 

2. Get someone on board who has done it before 

When organizations set out on their Agile journey, 

there can often be a lot of doubt about setting 

defining roles and responsibilities, how to run good 

team meetings and picking the right tools to 

support the teams. Engaging with an experienced 

Scrum Master or agile coach can pay great 

dividends as they help keeping the process on track 

and ingrain their knowledge into the organization 
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3. Make sure to adjust as you go along 

A cornerstone of Agile is that teams have to change 

their ways of working as they gain knowledge. Agile 

is not just about following a set of best practices 

rigorously. While the structure of an Agile project is 

very important to have right, a significant amount 

of the methodology’s value lies in increased 

efficiency and quality that comes from reflecting on 

how the team works. Many teams tend to skip the 

self-reflection and get on with their jobs. But that is 

a mistake, with a big long term cost and it should 

be avoided. 

Moving forward with Agile 

To get started with Agile project management you 

should consider what parts of your current project 

portfolio could be suitable and then think of the wider 

implications for the organizations. After that, you have 

to acquire the right skills and from then on it is all about 

getting your feet wet and get going. Agile is a journey 

and they always start with a first step – and can lead 

you to exciting new places. 

— For more information, please speak to our Deloitte experts, Pankaj Arjunwadkar, 

Director, (paarjunwadkar@tohmatsu.co.jp) 

mailto:paarjunwadkar@tohmatsu.co.jp


 

The CFO Program | Japan 

 

14 

How Agile Internal Audit Can Add Value 

 

Many efforts to address these challenges, however, are not 

working—or not working quickly enough. Instead of sporadic 

initiatives and piecemeal solutions, internal audit departments 

need an updated approach and framework. An Agile Internal 

Audit (IA) can provide methods that work to change both the 

mindset of internal auditors and their work processes. 

Based on a software development framework, Agile IA is the 

mindset an internal audit function adopts to focus on 

stakeholder needs, accelerate audit cycles, drive timely insights, 

reduce wasted effort and generate less documentation. Agile 

prompts internal auditors and stakeholders to determine 

upfront the value to be delivered by an audit or project and 

helps prioritize both based on importance, urgency and 

readiness to undertake the work. Further, reporting in the 

context of Agile doesn’t focus on solely on documenting the 

work but rather on providing meaningful insights and 

documenting “just enough” to support the insights. 

Any organization aiming to solve for current challenges and pain 

points should consider an Agile IA approach. The Agile IA 

framework can drive completion of more audits in the same — 

or less — time, promote closer relationships with stakeholders, 

and deliver more relevant, higher-impact reports with less time 

spent on documentation. The approach also enables internal 

auditors to respond quickly and effectively as strategies, 

priorities, technologies, competitors, regulations and risks 

evolve. 

 

Internal auditor groups are continually 

challenged to provide more value to 

stakeholders while enhancing organizational 

influence and impact. Stakeholders are 

demanding more efficient assurance, deeper 

insights, and greater anticipation of risks. 
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Coupling Mindset and Process 

Challenges occur when any group tries to pursue new 

outcomes without shifting both the mindset of the group and 

its stakeholders and the process for producing the outcomes. 

However, coupling mindset and process can be achieved by 

focusing on clearer outcomes, increased engagement and 

improved documentation.  

—  Clearer outcomes. Agile IA methods aim to confirm or 

disprove a hypothesis or support a point of view (mindset shift) 

rather than, for example, focusing on open-ended reviews or 

audits in search of findings. That way, the audit or project targets 

an outcome, which guides the fieldwork and reporting (process 

shift). 

— Increased engagement. While maintaining objectivity, internal 

auditors—in collaboration with stakeholders—prioritize areas, 

issues and risks (mindset shift). This helps identify needed 

resources and focus work on factors that determine business 

performance and value (process shift). 

— Improved documentation. Instead of feeling the need to 

explain every step taken and justify it through exhaustive 

documentation (mindset shift), Agile IA frameworks can deliver 

briefer, timelier, insightful reports with fewer words and more 

visuals (process shift).  

Organizations also may want to develop an Agile IA manifesto, 

which should be aspirational as well as practical. As one of the 

first efforts in adopting the Agile, the exercise of developing a 

manifesto may be more valuable than the manifesto itself. Also, 

the manifesto is not set in stone. Goals or aspirations can be 

added, deleted or modified as team members gain experience 

with Agile methods. 

 

Four Key Concepts 

Understanding how a few Agile practices apply to internal 

auditing can provide a glimpse into the methodology’s 

transformative power. 

— Audit backlog. The Agile IA methodology, versus a rigid audit 

plan, maintains an audit backlog — a continually updated list of 

areas to be audited. Items on the list can initially be a bit vague 

about targeted outcomes and desired timing. Then, as internal 

auditors and the stakeholder refine those details, the item 

moves up the list until the work is ready to be undertaken. 

— Definition of ready. A definition of ready (DoR) for an item on 

the backlog exists when internal audit and the stakeholder 

agree on what will be tested, examined or reviewed; on the goal 

of the work; and the value to be delivered. Also, the internal 

audit function must have the resources ready to conduct the 

audit. When the DoR has been met, internal audit begins its 

work on the audit or project. 
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— Sprints. When the internal audit function's work begins, the 

item moves off the audit backlog and the tasks associated with 

that audit are divided into sprints. Sprints are time-boxed 

intervals in which tasks must be completed. Sprints provide a 

process, structure and cadence for the work. A time box—the 

time the team gives itself to complete a task or set of tasks—

should provide the motivation of a tight deadline without 

stressing resources. 

— Definition of done. The definition of done (DoD) defines the 

value to be delivered in a sprint. A DoD can be expressed as a 

level of assurance; a set of completed tasks; a list of identified 

issues, risks or recommendations; or a report or draft report—

whatever works for the team. The DoD should not be lengthy 

or complex or it will not work at the level of a sprint. 

These four elements structure activities and timeframes in ways 

that allow for changes in direction and resources as new 

information is discovered. This is a more practical way of 

structuring many, though not all, audits and projects because 

the final goal and the work to be done are often not fully known 

at the outset. 

For example, if a basic level of assurance is all that’s required, and 

that level is reached after one sprint, the internal audit group can 

issue a brief report to that effect and move on to the next item 

on the audit backlog. Conversely, if the work reveals a need to 

dig deeper, the internal audit team can work with the 

stakeholder and proceed accordingly. 

The power of an Agile IA methodology lies in its transformative 

approach. This is not change for its own sake, nor is it an end in 

itself. It is a means to an end, and it is up to each internal audit 

group and organization to define that end. 

 

— Produced by Sandy Pundmann, partner and U.S. Internal Audit offering 

leader; Sarah Adams, managing director and global leader, IT Internal Audit; 

and Ranjani Narayanan, senior manager, Internal Audit with Deloitte Risk and 

Financial Advisory, all with Deloitte & Touche LLP. Excerpted from “Becoming agile: A 

guide to elevating internal audit’s performance and value—Part 1: Understanding 

agile internal audit”. 

https://www2.deloitte.com/global/en/profiles/gx-spundmann.html
https://www2.deloitte.com/global/en/profiles/saraadams.html
https://www2.deloitte.com/us/en/pages/advisory/articles/agile-internal-audit-planning-performance-value.html
https://www2.deloitte.com/us/en/pages/advisory/articles/agile-internal-audit-planning-performance-value.html
https://www2.deloitte.com/us/en/pages/advisory/articles/agile-internal-audit-planning-performance-value.html
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Companies Accelerate Digital Innovation Inside and Out

Ecosystem partnerships and cross-

functional teams can help spur 

innovation and enable agility at 

companies pursuing digital maturity. 

Dealing Many digitally maturing companies are not only 

innovating more than their less-advanced counterparts, 

but they’re also innovating differently, according to 

“Accelerating Digital Innovation Inside and Out: Agile 

Teams, Ecosystems, and Ethics,” an annual report from 

MIT Sloan Management Review and Deloitte studying 

the effects of digital technologies on organizations.¹ 

This year’s research focuses on how digitally maturing 

organizations are drawing on the power of ecosystems, 

cross-functional teams, and other loosely coupled 

arrangements to increase innovation and agility. 

The surveyed companies each fit into one of three 

digital maturity categories—early (24%), developing 

(44%), or maturing (32%)—with maturing companies 

innovating at far higher rates than less mature 

businesses in large part by fostering a culture of 

innovation and providing the resources to support it. 

Eighty-one percent of respondents from maturing 

companies cite innovation as an organizational 

strength, compared with 36% from developing outfits 

and only 10% from early-stage companies. They invest 

more in innovation, too, with executives and managers 

from 74% of maturing companies saying their 

https://www2.deloitte.com/insights/us/en/focus/digital-maturity/digital-innovation-ecosystems-organizational-agility.html
https://www2.deloitte.com/insights/us/en/focus/digital-maturity/digital-innovation-ecosystems-organizational-agility.html
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organizations provide sufficient resources for 

innovation, versus 39% of developing companies and 

15% of early-stagers. 

Maturing companies also allocate time for their 

employees to innovate. Eighty-six percent of 

respondents from digitally maturing companies say 

that 10% or more of their time at work involves the 

opportunity to experiment or innovate. By contrast, 

more than 40% of early-stage respondents report that 

less than 10% of their time, or no time at all, involves 

experimenting or innovating. 

 

 

 

 

Ecosystems a Fertile Source of Innovation 

Digitally maturing enterprises are also far more likely to 

encourage innovation by forming external partnerships. 

Eighty percent of respondents at maturing companies 

say their organization is cultivating innovation this way; 

at developing organizations, that number drops to 59%, 

and, at early-stage organizations, it falls to 33%. This 

gap does not exist because less mature companies fail 

to recognize the importance of these bonds—nearly 

80% of respondents across all maturity groups 

consider partnerships vital to their innovation efforts—

but early-stage companies, in particular, are less willing 

to commit resources to innovation, which can be 

essential to scaling successful projects with external 

partners. 
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Digitally maturing companies also use wide-ranging, 

capability-building ecosystems to address both short- 

and long-term objectives. Working with platform 

companies, for instance, can enable organizations to 

team up with additional collaborators and jointly 

explore potential innovations. Ecosystems can also 

provide collective access to diverse customers, leading 

to a combined understanding of audience feedback 

and behavior that often plays a critical role in the 

innovation process. 

Leveraging these partnerships to increase innovation, 

however, can also present difficulties. Nearly half (46%) 

of all respondents cite challenges related to creating a 

collaborative culture and aligning goals across an 

ecosystem, with results consistent regardless of 

maturity level. Companies may also struggle with 

employees and leaders who aren’t naturally inclined to 

collaborate with external partners. 

Buying In to Cross-Functional Teams 

While ecosystems are critical to externally focused 

innovation activities, 83% of digitally maturing 

companies depend upon cross-functional teams to 

advance innovation internally, compared with 71% of 

developing companies and 55% of early-stage outfits. 

Executives and managers at digitally maturing 

companies say these teams are more likely to have 

considerable autonomy regarding how to accomplish 

goals (69%, versus 53% and 38% at developing and 

early-stage companies, respectively), to be evaluated as 

a group (54%, versus 33% and 20%), and to have their 

senior leaders create a supportive environment for 

their teams (73%, versus 48% and 29%). 
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A cross-functional team, with people from multiple 

departments, might be accountable to a project 

manager or a corporate innovation executive rather 

than to their official line manager. Respondents point 

to enhanced access to resources—such as diverse 

perspectives, broader skill sets, and new ideas—as the 

most important benefit. At the same time, operating via 

cross-functional teams may pose new kinds of 

management challenges, with more than half of 

respondents citing problems with team alignment and 

an unsupportive culture. 

Digitally maturing companies also embrace loosely 

coupled relationships, systems, and processes to 

support their digital innovation. They give greater 

autonomy to their cross-functional teams and 

individual units, which have the freedom to respond 

quickly to shifts in their market environment. Their 

interactions with external partners, governed more by 

relationships than by detailed contracts, enable cross-

pollinated skill sets and mindsets. This, in turn, can 

allow novel solutions to arise more often and more 

quickly than in tightly controlled systems.  

***** 

In today’s rapidly changing marketplace, a company’s 

belief in the importance of innovation is an important 

enabler of digital maturity. Companies that want to 

advance digitally can take concrete steps to drive 

innovation further, developing an ecosystem-driven, 

cross-functional approach that can have a decisive 

effect on their progress toward full digital 

transformation. 

Click here to see the accompanying infographic. 

 

— by Gerald C. Kane, professor of information systems at the Carroll School of 

Management at Boston College; Doug Palmer, principal, Deloitte Consulting LLP; 

David Kiron, executive editor, MIT Sloan Management Review; and Anh Nguyen 

Phillips and Natasha Buckley, senior managers, Deloitte Services LP 

 

 

 

Editor’s note: This is the first story in a two-part series on the “Accelerating Digital Innovation 

Inside and Out: Agile Teams, Ecosystems, and Ethics” report. 

Endnotes:  

1. MIT Sloan Management Review, in collaboration with Deloitte, conducted its annual survey 

of more than 4,800 business executives, managers, and analysts from organizations around 

the world. The survey, conducted in the fall of 2018, captured insights from individuals in 

125 countries and 28 industries representing organizations of various sizes. More than two-

thirds of the respondents were from outside the United States.  

https://www2.deloitte.com/content/dam/insights/us/articles/4930_MIT-SMR/DI_MIT-Infographic.jpg
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Walmart CFO Brett Biggs: Transformation With Customers at 

the Core  

 

Since being named CFO of Walmart in January 2016, 

Brett Biggs and his team have led initiatives that are 

driving transformation throughout the company, 

helping the retailer advance its goal to evolve into a true 

omni retailer and technology company. He discusses 

how he manages a global team of more than 10,000 

associates in times of rapid change to support the 

transformation, and the need to focus on both the 

short and long term in today’s environment. 

With a range of experience—including operational and 

finance roles, with time in each segment of the 

company—Biggs also talks about the benefits of the 

experience he has gained during his career, in this 

conversation with Alison Kenney Paul, a principal with 

Deloitte Consulting LLP. 

Paul: What is your role and that of your team in 

Walmart’s transformation? 

Biggs: Since becoming CFO three years ago my 

responsibilities have expanded beyond core finance to 

include oversight of back-end technology, shared 

For Walmart’s finance organization, supporting 

the company’s customer-centric strategy lies at 

the heart of key decisions—both at the back-

end and the front-end—to directly impact the 

customer and associate experience. 
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services, cost transformation, and indirect 

procurement, all of which are part of a new group, 

Walmart Enterprise Solutions. Each part of the group 

has a large technology component. While all of the 

groups officially report to me, they spend the majority 

of their time with their business partners. 

We contribute to Walmart’s strategic direction in three 

principal areas. The first is capital allocation—deciding 

where to spend and setting priorities, including our 

growing technology allocation. Second is corporate 

strategy, and our team works closely with our CEO 

Doug McMillon and segment leaders. Doug and I chair 

a digital technology meeting every month with our CIO 

and our CTOs across the company, discussing tactical 

matters as well as the strategic direction in our 

technology spending. Those strategic and capital 

allocation roles dovetail when it comes to allocating and 

deploying technology spend. 

The third area is efficiencies. Through Walmart 

Enterprise Solutions, we use enterprise technology to 

support the front-end technology teams, which makes 

us more efficient internally. In turn, that makes us more 

effective in serving customers who shop online and in 

our stores, and increasingly do both. For example, with 

our shared services model, we were able to consolidate 

some payables and processing work in the stores. That 

allowed us to free up resources and associates within 

the stores to improve customers’ shopping experience. 

Paul: What technologies and other factors are critical to 

the transformation? 

Biggs: We are at different phases of using or evaluating 

machine learning, artificial intelligence, virtual reality, 

augmented reality, bots, and other technologies. Our 

use of bots is growing, particularly for processes in 

shared services. 

What’s more important about the company’s 

technology journey is our understanding that we have 

to be nimble because of the speed of change. That 

means experimenting with different ways of 

automating and applying digital and building 

partnerships where it makes sense. 

For example, we recently partnered with a global 

finance and accounting services leader to take over 

operations of some of our shared services work. This is 

a strategic partnership that is helping us learn how to 

work differently, accelerate the speed of change, and 

create a platform, allowing us to bring even more work 

into shared services. We want to make sure we’re in the 

game on major technologies and stay at the leading 

edge, and we can’t do that by going it alone on 

everything. 

Above all, every decision has to support a very 

customer-centric strategy. Everything we do on the 

back-end is geared toward making us more efficient as 

an organization in order to serve customers, and 

everything we do on the front-end of technology is 

about directly impacting the customer and associate 

experience. 

Paul: How did you bring together so many people in 

your organization to support the transformation 

journey? 

Biggs: The first step is having the right team in place. I 

have a senior leadership team comprised of big picture 

thinkers who are forward thinking. They understand 
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how the world is changing and technology’s role in that. 

Those characteristics are critical in order to infuse that 

understanding throughout the organization and bring 

others on board. 

A shared vision is crucial. Last year, we brought 

together all the senior leaders of the groups that make 

up Walmart Enterprise Solutions—and we spent two 

days at Deloitte’s Greenhouse in Dallas to establish a 

shared vision by discussing who we are as a group, 

what are the common links, what we want to 

accomplish, and how we should act from a leadership 

standpoint. And by leadership, I don’t mean managing 

people, but rather problem-solving and leading the 

group to different solutions. Now that we’re in a single 

combined organization, we’re finding more 

opportunities to work together to find solutions in ways 

that didn’t happen before. 

Steady and multiple channels of communication are 

also key to leading during major shifts. We have a global 

quarterly town hall with associates in Walmart 

Enterprise Solutions, and that is just one way we get 

messages out and keep everyone connected. The 

members of my entire team have their town halls, and 

we also use internal social media platforms to 

communicate on an ongoing basis. 

Finally, continuous learning is critical, especially given 

the many changes occurring in technology. While we 

provide training and other resources, it’s important that 

people step up and, to some degree, take on that 

learning responsibility themselves. 

Paul: What role is Walmart Enterprise Solutions in 

particular playing in the transformation? 

Biggs: We had to think about it in several different ways 

and in ways that are relevant to all the associates in the 

group. We started by asking, 'What are we trying to do?' 

Our answer is that we see this as nothing short of 

accelerating the world’s greatest retail transformation. 

As part of that vision, we came up with four overarching 

tenets that are of equal importance to support this 

transformation. 

The first is growing leaders throughout the 

organization, which goes beyond career development. 

The second is always challenging how we work and 

looking for ways to do things differently—some 

involving new processes and new technology. The third 

tenet is creating value. It’s not good enough for finance 

or technology to be a support function; we have to help 

the organization create value. And the fourth tenet is to 

protect the company, from a control standpoint, 

cybersecurity and the like. 

Our finance leadership team has been critical in 

shaping this vision and furthering our progress so far. 

And our associate engagement scores are up versus 

where they were three years ago. It tells me people are 

with us, and I’m proud of what we’ve accomplished. 
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Paul: What are you doing to communicate the 

transformation to the investment community? 

Biggs: Before I took the role of CFO I sat down with sell-

side analysts to learn what they didn’t understand and 

how we could communicate better. Each had a very 

different perception of the company, and those 

conversations were helpful. 

I also have spent a lot of time with investors over the 

last three years to help them understand where we are 

going in the long term, as well as what we’re doing in 

the short term to compete. Managing that 

communication is a balancing act in the retail industry. 

There is little patience anymore for being either really 

short term or really long term—you have to be both to 

be relevant now and 50 years from now. At the same 

time, we need to show short-term and mid-term 

progress through revenue and earnings growth. When 

you’re going through a major change like Walmart is, 

you have to over-communicate internally and 

externally, and that includes talking at times about 

things that may not be going as well as we’d like, and 

how we plan to address them. 

Paul: How have your operational and international 

experiences influenced you? 

Biggs: When I was CFO of the Sam’s Club division, I had 

the opportunity to get close to operations and interact 

with our market managers, club managers and 

associates. I also spoke to many customers on the floor 

about how we could improve their experience—and I 

still do today. In finance, people tend to think about 

averages for everything, but in operations I learned 

how much the individual customer experience matters, 

and that strong customer relationships are built one 

customer and one transaction at a time. Even at the 

board level, a great deal of our meetings are centered 

around the customer experience. 

Roughly half of my career has been spent in our 

international group. Working overseas has helped me 

deal with complexity; so many aspects of working in 

other countries can be more challenging, given the 

differences in time zones, languages, cultures, tax 

systems, and legal regimes. This also helped me to 

understand the need to work closely with people on an 

individual level, and understand how they address 

problems and adjust to different styles. All that builds 

strong communications skills, which translates into my 

work as CFO and head of Walmart Enterprise Solutions, 

whether I’m talking with my team, the board, associates, 

customers, or investors. 

 

— by John Labate, Deloitte Services LP, senior writer, Deloitte Insights for CFOs 

Editor’s note: This article is part of an ongoing series of interviews with CEOs, CFOs, and 

other executives. Brett Biggs’ participation in this article is solely for educational purposes 

based on his knowledge of the subject, and the views expressed by him are solely his own. 

This article should not be deemed or construed to be for the purpose of soliciting business 

for Walmart Inc., nor does Deloitte advocate or endorse the services or products provided 

by Walmart.
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How CFOs Can Improve Cost Management 
Outcomes 
 

 

CFOs can improve savings programs 

with the right architecture and 

information systems in place 

Cost management programs are an increasingly 

important funding source for transformative digitally 

enabled growth strategies, according to Deloitte's 2019 

Global Cost Survey. However, earmarking savings from 

“save-to-transform” cost management efforts can face 

significant challenges, and many fail to achieve even 

modest savings targets, according to the survey, which 

is based on the responses of over 1,200 global 

executives and business leaders. 

Omar Aguilar, principal and global strategic cost 

transformation leader, Deloitte Consulting LLP, says 

those struggles relate to three main issues: 

overreliance on tactical rather than strategic savings 

efforts, outdated enterprise resource planning (ERP) 

systems, and poorly structured cost management 

programs. In this conversation, Aguilar discusses how 

CFOs can address the challenges and explains why they 

are positioned to lead the way. 

Q: What does the emergence of the save-to-transform 

mindset mean for CFOs? 

Aguilar: For several years now, the focus of cost 

management strategies has been on saving in order to 

fund growth and profitability, and to provide a buffer 

against downturns. The save-to-transform movement 

further sharpens that focus, helping to fund the digital 

transformation needed to develop the agile business 

models that position companies to grow in digitally 

disrupted markets. Because it can drive more 

aggressive savings, save-to-transform can help 

https://www2.deloitte.com/us/en/pages/operations/articles/global-cost-management-survey.html
https://www2.deloitte.com/us/en/pages/operations/articles/global-cost-management-survey.html
https://www2.deloitte.com/us/en/profiles/oaguilar.html
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companies better withstand a slowdown or an eventual 

downturn, so the long-term benefits are substantial. 

The Global Cost survey found a rising rate of failure to 

achieve cost savings targets, with 8 out of 10 of these 

programs not meeting their cost targets. That means 

CFOs have a lot at stake when it comes to improving 

cost management effectiveness, and save-to-transform 

can be an important factor in improving those results. 

The first way to do that is by making cost management 

and save-to-transform part of the CFO’s strategic 

mindset, since CFOs are in a unique position to 

determine cash and capital planning priorities that 

drive growth and competitive strategies. Second, in 

order to help fund investment in transformation, 

savings programs need to be broader, more strategic, 

and more aggressive than we are seeing from the cost 

findings. That’s particularly true in the U.S., where only 

27% of survey respondents set cost savings targets 

above 20%, compared to 31% with that target among 

all respondents globally. 

Q: Why are so many companies unable to achieve their 

savings targets, and what can CFOs do about it? 

Aguilar: It’s a combination of challenges. First, many 

companies are focusing on tactical cost-cutting, such as 

continuous improvement programs, rather than more 

ambitious strategic ones. Tactical approaches that 

typically net single-digit savings are predominant even 

for companies with more aggressive savings targets of 

10% to 20%, which speaks to the importance of 

adopting more strategic cost-cutting approaches. 

Second, to be more strategic and more aggressive, cost 

management itself has to be more effective; we found 

that many cost management programs fail because 

they lack the proper architecture―IT infrastructure, 

implementation support, and monitoring and 

measuring systems. Without adequate cost 

management architecture, you get high 

implementation challenges, and ineffective cost 

management. 

CFOs can improve cost management on a couple fronts. 

First, CFOs are often the prime architect of, and 

participant in, cost management programs, so they can 

effect change at the operational level. For instance, 

CFOs typically either ‘own’ or play a leading role in 

decisions to upgrade the ERP system, because they 

often have a financial backbone. Outdated ERP systems 

were named by survey respondents as one of the top 

two cost management implementation challenges. 
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Q: Why are ERP systems so important to effective cost 

management? 

Aguilar: One major reason is that digital cost 

management tools that use cloud, cognitive, and 

robotics have become significant drivers to improve 

cost management performance. But companies first 

need to have the information systems, especially ERP 

enablement, to deploy and optimize these advanced 

technologies for cost management programs. Most 

ERPs implemented more than five years ago are 

obsolete insofar as supporting cognitive, automation 

and other advanced digital technology―they’re not 

integrated, they don’t have the data, and they aren’t 

timely in terms of processing. That makes it very 

challenging to use those technologies, which correlates 

to the internal risks and the barriers to implementing 

cost management programs named by many survey 

participants. 

The second way CFOs can improve cost management 

relates to their position as the top-2 or top-3 executive 

in the company. CFOs can play a major strategic and 

leadership role in addressing the implementation 

challenges that prevent cost management programs 

from achieving their savings goals. They can highlight 

the strategic importance of adopting a save-to-

transform cost management strategy, and then they 

can lead to ensure program success by making sure 

these programs have the resources, technical 

architecture and critical information systems 

infrastructure, and the right implementation support to 

make them effective. 

In fact, the survey found that when a top-level CXO got 

directly involved in cost management programs, not 

only were the programs more likely to adopt more 

aggressive and strategic approaches to savings, as well 

as focus on digital innovation, but their success rate at 

achieving savings targets rose by 31%. 
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When you add up all the factors and implications, CFOs 

can and should have a great impact on cost 

management. And I would put a challenge to CFOs to 

be the company leader to be the champion of the save-

to-transform strategy, and ensure these programs 

have the architecture and resources they need to be 

successful. 

— by Andy Marks, Deloitte Services LP, senior writer, Deloitte Insights for CFOs 
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From Jobs to ‘Superjobs’ 
 

As robotics and AI enter the workforce, 

organizations are finding that virtually 

every job can—and probably should—

be redesigned. This is creating 

completely new categories of work, 

most notably hybrid jobs and 

superjobs. 

Jobs today are more machine powered and data 

driven than ever, but they also demand more high-

level human skills like problem solving, 

communication, interpretation, and design. As 

machines take over routine, repeatable tasks and 

people focus on more sophisticated work, traditional 

roles are evolving into hybrid jobs and superjobs 

performed with a powerful combination of human 

intelligence, artificial intelligence (AI), cognitive 

technology, and robotics. 

So, can we safely proclaim progress or is this cause for 

concern? Along with significant market growth for 

technologies like robotic process automation (RPA), 

related fears and uncertainty are on the rise, according 

to the Deloitte 2019 Global Human Capital Trends 

survey. Almost two-thirds of this year’s respondents 

cited AI and robotics as an important or very important 

issue in human capital, but only 6% consider their 

organizations ready for the job design, reskilling, and 

work reinvention required to integrate people and 

automation effectively. And the specter of robots 

coming for our jobs can still spark lively debate.

https://www.marketwatch.com/press-release/to-2024-robotic-process-automation-market-to-see-20-cagr-2018-10-05
https://www2.deloitte.com/insights/us/en/focus/human-capital-trends/2019/leading-social-enterprise.html?id=us:2ps:3bi:confidence:eng:cons:41819:nonem:na:4jHO3jJh:1149430488:77584376400539:be:Brand_Future_of_Work:Brand_HCT_Intro_Exact:br
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The Jobs They Are A-Changin’ 

While some jobs may be eliminated by new automation, 

many more are simply destined for change. Only 38% 

of Deloitte 2019 Global Human Capital Trends survey 

respondents expect technology to eliminate jobs within 

the next three years, and only 13% believe automation 

will eliminate a significant number of positions—far 

different from a few years ago. 

Deloitte research from July 2017 confirms an even 

more positive outcome, that automating routine work 

actually increases the importance of human 

contributions and capabilities. According to this 

research, the value of automation and AI lies in 

augmenting the workforce—not replacing human labor 

with machines—and enabling people to focus on 

problem solving and creating new ideas. “It is [the] 

ability to collectively make sense of the world that 

makes us uniquely human and separates us from the 

robots.”  
 

 

https://www2.deloitte.com/insights/us/en/deloitte-review/issue-21/artificial-intelligence-and-the-future-of-work.html
https://www2.deloitte.com/insights/us/en/deloitte-review/issue-21/artificial-intelligence-and-the-future-of-work.html
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The Deloitte 2019 Global Human Capital Trends survey 

bears this out. Most respondents are using automation 

to eliminate transactional work and replace repetitive 

tasks, nearly half are also augmenting existing work 

practices to improve productivity, and more than a 

third are “reimagining work.” Many are also doubling 

down on reskilling, investing in retraining to make 

automation truly effective and worthwhile. 

As machines replace humans for routine work, jobs are 

evolving to require new combinations of human skills 

and capabilities. Organizations are responding by 

redesigning jobs—along with business and work 

processes—to keep pace. 

The Rise of Superjobs 

In traditional job design, organizations create fixed, 

stable roles with written job descriptions and then add 

management. When parts of a job are automated by 

machines, people perform the more interpretive and 

service-oriented work that remains, generally using 

higher-level human skills: problem solving, data 

interpretation, communications and listening, 

customer service and empathy, and teamwork and 

collaboration. In contrast to fixed tasks, these skills 

require more flexible roles and less rigidly defined 

positions. 

In today’s job market, demand and wage acceleration 

are strongest for hybrid jobs requiring a blend of 

technical and soft skills: technology operations and 

data analysis and interpretation combined with 

communication, service, and collaboration, for example. 

These new job types—manager, designer, architect, 

analyst—are evolving into superjobs that leverage the 

significant productivity and efficiency gains possible 

when people work with smart machines, data, and 

algorithms. In a superjob, technology has not only 

changed the skills the job requires; it has changed the 

nature of the work and the job itself.  

From Redesigning Jobs to Rethinking Work 

Creating superjobs—decomposing, recombining, and 

expanding existing roles—requires deeply rethinking 

work design. Simply automating existing tasks can 

increase throughput, but the potential is so much 

bigger: Redesigning jobs and work for a true marriage 

of human strengths and machine power can 

significantly improve customer service, output, and 

productivity. The rewards are substantial—but so are 

the challenges. Bringing machines and humans into a 

genuinely unified workflow and creating meaningful 

roles for people will demand fresh thinking, strong 

enterprise-wide collaboration, particularly in IT, finance, 

and HR, and a deliberate plan. 

‘In a superjob, technology changes not only the skills 

the job requires but the nature of the work and the job 

itself.’  

Rethinking work design goes beyond rewriting job 

descriptions, starting with a broader canvas and then 

composing the work to take advantage of machines, 

people in alternative work arrangements, and—most 

importantly—unique human capabilities such as 

imagination, curiosity, self-development, and empathy. 

Traditional job descriptions are typically defined by a 

narrow view of skills, activities, tasks, and expectations 

for highly specific roles, as evidenced by the 

proliferation of detailed and formulaic—some would 

https://www2.deloitte.com/insights/us/en/deloitte-review/issue-21/artificial-intelligence-and-the-future-of-work.html
https://www2.deloitte.com/insights/us/en/deloitte-review/issue-21/artificial-intelligence-and-the-future-of-work.html
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say deadening and uninspiring—job descriptions and 

profiles. A job canvas, on the other hand, takes a more 

expansive, generative, and meaningful view. In the 

future, work will be defined by: 

• Output and problems solved, not activities and 

tasks executed; 

• Teams and relationships engaged and motivated, 

not subordinates supervised; 

• Tools and technologies that both automate work 

and augment the workforce to increase 

productivity and enhance value to customers; and 

• Integration of development, learning, and new 

experiences into the day-to-day (often real-time) 

flow of work. 

Imagine a typical risk management organization. Roles 

are shifting dramatically with the influx of technology, 

from risk sensing to automated workflows. Technology 

could add value by enabling shared services 

professionals to answer more questions, but the larger 

opportunity starts with a broader canvas, a vision for 

what enterprise risk management (ERM) shared 

services could be. Technology can enhance quantitative 

modeling, research, analytics, and data collection that’s 

needed for risk analysis and setting the organization’s 

risk appetite. Combining these insights with human 

skills—problem-solving, communication and listening, 

teamwork and collaboration—risk organizations could 

craft an entirely new role as a partner to the business. 

People in this superjob could use automation to 

respond to routine questions, enabling them to focus 

primarily on the desired outcome: delivering an 

effective workforce experience. This is now much more 

than a redesigned ERM shared services job. The work 

encompasses more possibilities, greater productivity, 

and, ultimately, a more meaningful human experience. 

Watch for Backlash 

The flip side of superjobs is growth in commodity jobs, 

service jobs, and microtasks. Work is already bifurcating 

into highly augmented, complex, well-paid jobs on one 

end, and lower-wage, lower-skilled work across service 

sectors on the other, with technology and automation 

contributing to division in the job market. The potential 

social consequences are a call to reimagine work to 

meet needs across the workforce, from service and gig 

workers to superjob superstars. 

Technology advances and the impact on work is not a 

new challenge, but this chapter is unfolding in the 

context of the social enterprise—and the increasingly 

important connections between organizations and 

society. Augmenting the workforce with robotics and AI 

technology will, no doubt, lead to new ways to get the 

job done. The challenge before organizations is to 

achieve this reinvention with positive results for 

business, working people, and the economy and 

society as a whole. 

 

—by Erica Volini, principal, Global Human Capital leader, Jeff Schwartz, principal, Human 

Capital, and Brad Denny, principal, Human Capital, Deloitte Consulting LLP  

 

https://www2.deloitte.com/insights/us/en/authors/v/erica-volini.html
https://www2.deloitte.com/insights/us/en/authors/s/jeff-schwartz.html
https://deloitte.wsj.com/cfo/2019/08/21/from-jobs-to-superjobs/braddenny@deloitte.com
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CFOs Lend Insights on Diversity and Inclusion 
 

Diverse candidate slates, merit-based 

decisions, and hiring diverse senior 

leaders are among the ways finance 

chiefs are trying to promote equitable 

advancement. 

CFOs indicate their companies are making substantial 

efforts to use diversity and inclusion (D&I) strategies to 

strengthen their talent base, according to Deloitte’s 

North American first-quarter 2019 CFO Signals™  

survey. Two-thirds of the 158 finance chiefs from large 

companies who participated in the survey indicate their 

companies have a formal D&I strategy. 

Slightly more than half (53%), however, say their D&I 

strategy is known throughout their company and 

embedded in their talent brand. “These results signal 

an opportunity for organizations to not only develop a 

D&I strategy, but ensure that everyone in their 

organization is aware, engaged, and views it as a 

fundamental value in their culture,” notes Terri Cooper, 

chief inclusion officer, Deloitte LLP. 

The survey also reveals that CFOs’ steps for promoting 

gender inclusion focus largely on helping women 

advance in their careers. “These steps include 

strengthening development/exposure practices; 

implementing sponsorship/mentorship programs; and 

ensuring diverse slates for recruiting and promotion,” 

says Carol Larson, senior audit partner, Deloitte & 

Touche LLP, and champion for Women in Finance for 

Deloitte’s CFO Program. 

https://www2.deloitte.com/us/en/pages/finance/articles/cfo-signals-anticipating-a-slowdown-but-not-a-recession.html?id=us:2em:3na:cfoi:awa:cfo:032819&sfid=7011O000002DnnZ
https://www2.deloitte.com/us/en/profiles/tecooper.html
https://www2.deloitte.com/us/en/profiles/clarson.html
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Actions taken to promote inclusion for minorities* 

appear substantially concentrated on increasing 

minority hires—especially through more diverse 

interview slates and new/broader recruiting channels. 

Several CFOs noted that their company’s location has 

made securing minority talent relatively difficult. 

At a tactical level, the most-cited action for fostering 

D&I is implementing flexible work arrangements, with 

60% of CFOs reporting this tactic. Including diversity 

metrics in internal reporting, providing training around 

unconscious bias, and assigning D&I responsibility to a 

senior leader are the next most-often cited actions. The 

two least-cited tactics are developing specific 

aspirational goals for diversity/representation (42%) 

and including diversity metrics in external reporting 

(20%). 
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Diversity Among CFOs’ Direct Reports and 

CFO-readiness  

Surveyed CFOs indicate their average number of direct 

reports is 7.60, with about 40% female, minority, or 

both.** Racial/ethnic representation among current 

direct reports, by comparison, is considerably lower—

1.05 minority, or about 14%, compared to an average 

of 6.55 non-minority. 

When CFOs were asked specifically about the ratio of 

men to women among their direct reports, the results 

show an average of 5.22 men and 2.38 women―or 

about 31% women. This is only a slight increase from 

Q3 2017 when the same question was asked; then, the 

average number of female direct reports was 1.9 out of 

6.75, or about 28%. 

Further, the average number of direct reports who will 

be CFO-ready within three years is 1.46, of which 23% 

are minority men, 20% are non-minority men, 18% are 

non-minority women, and 14% are minority women. “It 

is important to understand the potential reasons for 

both the lower number of direct reports that are 

female and the lower percentage of perceived CFO 

readiness among women direct reports,” observes 

Larson. 

 

 

 

 

 

 



 

The CFO Program | Japan 

 

The CFO Program | Japan 

 

 

36 

Industry Variations  

The survey results point to some industry differences 

with respect to D&I, with some sectors well above and 

below the averages. For example, CFOs from the 

Services and Financial Services sectors largely indicate 

their organizations have a formal D&I strategy and 

communicate it broadly internally, putting those 

sectors near the top among the industry groups. These 

sectors also are on the high end for embedding D&I 

practices in their talent and customer brands. 

Responses from CFOs in the Energy/Resources and 

Retail/Wholesale sectors place those groups generally 

at the low end with respect to having a formal D&I 

strategy and practices, with one exception: 

Retail/Wholesale sector CFOs indicate that D&I is a 

substantial part of their customer brand/strategy. 

With respect to diversity of CFOs’ direct reports—

combining women and minorities—seven of the nine 

sectors represented came in between 39% and 44%, 

except for Healthcare/Pharma at 29%. “These results 

clearly show that more steps can be taken to increase 

diversity and inclusion in the finance function,” notes 

Cooper. 

Of the direct reports considered to be CFO-ready in 

three years, the industry averages ranged from 1.0 to 

1.9, with the Energy/Resources and Healthcare/Pharma 

sectors at the lower end of that range, and the Financial 

Services sector at the higher end. 

About the Survey 

Each quarter, since Q2 2010, CFO Signals has tracked the thinking and actions of CFOs 

representing many of North America’s largest and most influential companies. The 

resulting report summarizes CFOs’ opinions in four areas: business environment; company 

priorities and expectations; finance priorities; and CFOs' personal priorities. The Deloitte 

CFO Signals survey for the first quarter of 2019 was conducted between February 11 and 

February 22, 2019. A total of 158 CFOs responded. Sixty-nine percent of respondents were 

from public companies, and 84% were from companies with more than $1 billion in annual 

revenue. 

For other information about Deloitte's CFO Signals, or to inquire about participating in the 

survey, please contact nacfosurvey@deloitte.com.*For survey purposes, “minority” includes 

Black or African American, Asian, Hispanic/Latino(a), American Indian and Alaska Native, 

Native Hawaiian and Other Pacific Islander, and two or more races. 

**Percentages are calculated only for responses that included both the total number of 

direct reports and the number of CFO-ready reports. 

 

 

mailto:NACFOSurvey@deloitte.com
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The CFO Program for International Companies 

Deloitte’s Chief Financial Officer (CFO) Program brings together a multidisciplinary 

team of Deloitte leaders and subject matter specialists to help CFOs stay ahead in 

the face of growing challenges and demands. The Program harnesses our 

organization’s broad capabilities to deliver forward thinking and fresh insights for 

every stage of a CFO’s career - helping CFOs manage the complexities of their roles, 

tackle their company’s most compelling challenges and adapt to strategic shifts in 

the market. Deloitte’s vision is clear: To be recognized as the pre - eminent advisor 

to the CFO. 

The CFO Program in Japan hosts regular events for executives of international 

companies to provide insights and networking opportunities. 

Contact: Arjunwadkar Pankaj | paarjunwadkar@tohmatsu.co.jp 

Website: https://www2.deloitte.com/jp/en/pages/finance/topics/cfo-program.html 

Deloitte Tohmatsu Group (Deloitte Japan) is the name of the Japan member firm group of Deloitte Touche 

Tohmatsu Limited (DTTL), a UK private company limited by guarantee, which includes Deloitte Touche 

Tohmatsu LLC, Deloitte Tohmatsu Consulting LLC, Deloitte Tohmatsu Financial Advisory LLC, Deloitte 

Tohmatsu Tax Co., DT Legal Japan, and all of their respective subsidiaries and affiliates. Deloitte Tohmatsu 

Group (Deloitte Japan) is among the nation's leading professional services firms and each entity in Deloitte 

Tohmatsu Group (Deloitte Japan) provides services in accordance with applicable laws and regulations. The 

services include audit, tax, legal, consulting, and financial advisory services which are delivered to many 

clients including multinational enterprises and major Japanese business entities through over 8,700 

professionals in nearly 40 cities throughout Japan. For more information, please visit the Deloitte Tohmatsu 

Group (Deloitte Japan)’s website at www.deloitte.com/jp/en. 

Deloitte provides audit, consulting, financial advisory, risk management, tax and related services to public 

and private clients spanning multiple industries. With a globally connected network of member firms in 

more than 150 countries and territories, Deloitte brings world-class capabilities and high-quality service to 

clients, delivering the insights they need to address their most complex business challenges. Deloitte’s more 

than 225,000 professionals are committed to making an impact that matters. 

Deloitte refers to one or more of Deloitte Touche Tohmatsu Limited, a UK private company limited by 

guarantee (“DTTL”), its network of member firms, and their related entities. DTTL and each of its member 

firms are legally separate and independent entities. DTTL (also referred to as “Deloitte Global”) does not 

provide services to clients. Please see www.deloitte.com/about  for a more detailed description of DTTL 

and its member firms. 

This communication contains general information only, and none of Deloitte Touche Tohmatsu Limited, its 

member firms, or their related entities (collectively, the “Deloitte Network”) is, by means of this 

communication, rendering professional advice or services. Before making any decision or taking any action 

that may affect your finances or your business, you should consult a qualified professional adviser. No entity 

in the Deloitte Network shall be responsible for any loss whatsoever sustained by any person who relies on 

this communication. 

 

© 2019. For information, contact Deloitte Touche Tohmatsu LLC, Deloitte Tohmatsu Consulting LLC, Deloitte 

Tohmatsu Financial Advisory LLC, Deloitte Tohmatsu Tax Co. 
 

https://www2.deloitte.com/jp/en/pages/finance/topics/cfo-program.html
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