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QUESTIONS 1-5

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section A: Expense Policy and Approval Framework
Do You Have Clear Policies — and Does Anyone Follow Them?

Expense management is where organizational discipline meets individual behavior.
Without clear policies, consistent enforcement, and easy-to-use processes,
expense spending becomes an uncontrolled leak in the P&L. The System CFO builds
an expense framework that is clear enough for every employee to understand,
enforced consistently regardless of seniority, and streamlined enough that
compliance does not feel burdensome.

A. EXPENSE POLICY AND APPROVAL FRAMEWORK

1 A comprehensive expense policy exists — covering travel,
entertainment, meals, technology purchases, professional
development, and other discretionary spending with clear
limits and approval requirements.
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3

Dev

4

Estab

5

Best

2 Approval authority levels are defined and enforced — spending
thresholds for self-approval, manager approval, VP approval,
and CFO approval are documented and enforced through the
expense management system.
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3

Dev

4
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5
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3 The expense policy is communicated and accessible — every
employee knows where to find the policy, understands the key
rules, and receives periodic reminders about policy
requirements and updates.

1

Non-Ex

2

Ad Hoc

3

Dev

4
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5
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4 Policy exceptions follow a documented process — when spending
outside policy is necessary, a formal exception request with
business justification and appropriate approval is required
rather than post-hoc forgiveness.
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5 Policy compliance is monitored and enforced — violations are
identified through systematic review, and consequences for
repeated non-compliance are defined and applied consistently.
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SECTION A SCORE:   Total: _____ / 25          Average: _____ / 5
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QUESTIONS 6-10

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section B: Procurement
and Vendor Spend Management
Do You Know Where Your Money Goes — Down to the Vendor and Category Level?

Discretionary spending often escapes the scrutiny applied to headcount and
capital expenditure. Software subscriptions accumulate without rationalization.
Professional services engagements extend without review. Vendor relationships
continue without competitive evaluation. The System CFO builds spend visibility
at the category and vendor level, enabling informed decisions about where to
invest, where to negotiate, and where to cut.

B. PROCUREMENT AND VENDOR SPEND MANAGEMENT

6 Spend is categorized and analyzed at the vendor and category
level — the organization can produce a complete spend analysis
showing total expenditure by vendor, by category, and by
department with trend data.
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7 Procurement processes exist for material purchases — purchases
above defined thresholds require competitive quotes, vendor
evaluation, and documented approval before commitment, not
just after-the-fact expense reporting.
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8 Contract management prevents unnecessary spending — vendor
contracts are tracked with renewal dates, auto-renewal
provisions, and pricing terms reviewed before each renewal for
renegotiation opportunities.
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9 Software and subscription spending is rationalized — the
organization periodically audits its software subscriptions,
eliminating unused licenses, consolidating overlapping tools,
and negotiating volume discounts.
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10 Tail spend is managed — small-dollar, high-volume spending
that falls below procurement thresholds is periodically
reviewed in aggregate to identify savings opportunities and
policy gaps.
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SECTION B SCORE:   Total: _____ / 25          Average: _____ / 5
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QUESTIONS 11-15

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section C: Corporate
Card and Reimbursement Controls
Are Your Corporate Cards Controlled — or a Source of Unmonitored Spending?

Corporate cards accelerate spending velocity — which is their purpose, but also
their risk. Without proper controls, corporate cards become a vector for
unauthorized purchases, personal expenses, and policy violations. The System CFO
implements card controls that enable efficient business spending while
maintaining oversight, requiring timely reconciliation, and preventing misuse.

C. CORPORATE CARD AND REIMBURSEMENT CONTROLS

11 Corporate card spending limits are appropriate — each
cardholder has limits that reflect their role and typical
spending needs, with higher limits requiring additional
approval and periodic review.
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12 Card transactions are reconciled and coded monthly —
cardholders submit receipts and expense coding within defined
deadlines, with automated reminders for overdue
reconciliations.
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13 Expense reports are reviewed for policy compliance — not just
approved by managers, but audited by finance (at least on a
sample basis) for compliance with expense policy, appropriate
categorization, and adequate documentation.
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14 Personal charges on corporate cards are identified and
resolved — the organization has a process for detecting
personal charges, recovering amounts from employees, and
addressing repeated occurrences.
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15 Expense reimbursement processing is timely — employee out-of-
pocket expenses are reimbursed within a defined timeframe
(typically 2-3 weeks) from submission of a complete, approved
expense report.
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SECTION C SCORE:   Total: _____ / 25          Average: _____ / 5
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QUESTIONS 16-20

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section D: Spend Analytics and Cost Optimization
Are You Using Spend Data to Drive Savings — or Just Recording What Was Spent?

Expense data is a rich source of optimization insight — if it is analyzed. Most
organizations record expenses but never analyze them for patterns, outliers, or
savings opportunities. The System CFO transforms expense data from a compliance
exercise into a strategic tool, using analytics to identify cost reduction
opportunities, negotiate better vendor terms, and align spending with strategic
priorities.

D. SPEND ANALYTICS AND COST OPTIMIZATION

16 Spend analytics are produced regularly — quarterly analysis of
spending by category, department, vendor, and trend identifies
areas of cost growth, policy non-compliance, and optimization
opportunity.
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17 Budget-to-actual spend reviews occur monthly by department —
each department head reviews their discretionary spending
against budget with explanations for material variances and
corrective actions for overruns.
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18 Cost reduction initiatives are identified from spend analysis
— data-driven insights lead to specific savings actions
(vendor consolidation, policy tightening, process automation)
with quantified savings targets.
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19 Benchmark data informs spending levels — the organization
compares its spending ratios (T&E as percentage of revenue,
software spend per employee) against industry benchmarks to
calibrate appropriate levels.
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20 The CFO reviews aggregate spend trends quarterly — total
discretionary spending, year-over-year trends, per-employee
spending, and spending as a percentage of revenue are
monitored at the executive level.
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SECTION D SCORE:   Total: _____ / 25          Average: _____ / 5

OVERALL ASSESSMENT SCORE

Section A: ___ / 25     Section B: ___ / 25     Section C: ___ / 25     Section D: ___ / 25     TOTAL: ___ / 100     AVG: ___ / 5
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GAP TO GOAL

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Gap-to-Goal Action Plan
Bridging the Gap — Expense Management and Spend Control Diagnostic

Transfer your five lowest-scoring questions. For each gap, define the target
state, specific actions, owner, timeline, and success metric. Focus on highest-
impact gaps first.

GAP # Q REF CURRENT TARGET SPECIFIC ACTION TO CLOSE GAP OWNER DEADLINE METRIC

1 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

2 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

3 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

4 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

5 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

ASSESSMENT SUMMARY

Completed by: ______________________________________   Date: ____________________

Overall average score: _____ / 5          Items scored 1-2 (critical): _____

Items scored 3 (developing): _____          Items scored 4-5 (strong): _____

Top strength: _______________________________________________________________________

Most critical gap: __________________________________________________________________

One action this week: _______________________________________________________________

READY TO GO DEEPER?

This free assessment identified your gaps. The Premium System CFO Toolkits provide

the frameworks, templates, and action plans to close them.  Visit EfuturesCFO.com
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R E A D Y   T O   G O   D E E P E R ?

This Assessment Identified the Gaps.
The Premium Toolkit Closes Them.

PREMIUM: The Constraint Register and Bottleneck Tracker (12 Pages)

The full premium toolkit includes the Theory of Constraints-based

operational optimization framework, bottleneck identification for

procurement and spend processes, cost reduction prioritization

methodology, and the continuous improvement governance dashboard.

Plus: Access the Super Exclusive 46-Page

System CFO Organizational Finance Assessment Kit

A B O U T   T H E   A U T H O R

Hindol Datta
25+ years as CFO and VP Finance  |  $150M+ in M&A  |  CPA, CMA, CIA, PMP, CPIM

Author of The System CFO Series  |  MS Analytics, Georgia Tech

EfuturesCFO.com
LinkedIn: Hindol Datta  |  YouTube: @efuturescfo
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