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The 7 Psychological Truths of High-Performing CFOs

Why Understanding CFO Psychology Matters
The CFO is one of the most difficult executive personas to reach—not because they lack
needs, but because they are professionally trained to detect risk, challenge
assumptions, and discount sales narratives.

A CFO's job is not accounting. A CFO's job is allocating scarce resources under
uncertainty while managing risk and creating enterprise value. Everything else flows
from that responsibility. 

CFOs

As a CFO, being self-aware of these 7 psychological
truths will help you transition from a good decision-
maker to a great one — and that means better results
for your company and your team.

Benchmark.
Fear Blind Spots More Than Failure.
Value Frameworks Over Inspiration.
Seat Is Structurally Isolated.
Seek Peer Validation More Than Expert Advice.
Buy Clarity Before They Buy Solutions.
Respond To Belonging More Than Networking.
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1Jim Sexton
The Convergent Group 

Daily, CFOs measure reality against a standard. 

They benchmark:

Revenue growth
Margins
Cash conversion
Working capital
Budget vs. Actual
DSO and DPO
Leverage
Valuation multiples

Their professional identity is built around 
finding variance.

 

 

What is one leadership capability you would like to benchmark
against other CFOs this year?

 

 

 

 

_____ Executive Presence

Benchmark yourself like you benchmark your business

_____ Strategic thinking

REFLECTION

Which score surprises you the most?

1. Benchmark

 When receiving feedback
from a group of peers,
don’t be defensive or

interrupt. In the words of
Covey,’Seek First to

Understand, Then Be
Understood.’

Try This Rate yourself 1-10 in each area
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_____ Board, CEO, or Owner Communication
_____ Leadership Development

_____ Capital Allocation

_____ Decision-making under pressure

_____ Talent Development
_____ Cross-Functional Influence

What area would benefit from comparison with other CFOs?

ACCOUNTABILITY

Who will help you measure progress?



How will you put 
“Benchmark” into action this month?

Truth #1 

Write one benchmarking step you will commit to:

Who will you ask to hold you accountable?
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In repose, every CFO quietly asks:

“What am I not seeing?”

The question is often more valuable than the answer.

Most CFOs are not afraid of difficult decisions. They are afraid of
incomplete decisions. The greatest risk is rarely the visible risk. It is
the risk that wasn’t identified. The assumption that wasn’t challenged.
The second-order consequence  that wasn’t considered. The
opportunity hidden in plain sight. The blindspot. The so-called
“unknown-unknowns” is what keeps many CFOs awake at night.

 

Every CFO knows that protecting downside risk is only
half of the job. The other half is recognizing opportunities
that competitors haven't yet identified. Yet the demands
of forecasting, board meetings, financing, compliance,
talent, and daily operations leave little time to step back
and ask a simple but powerful question:

"What opportunity is sitting in plain sight that we're too
busy to recognize?"

Sometimes the greatest return doesn't come from
working harder—it comes from seeing what others have
overlooked.

 In order to free the mind (and the anxiety), it’s best to
model best, worst and expected outcomes.

 

Identify One...

2. CFOs Fear Blindspots More Than Failure

1. RISK that may be underestimated

Conduct a blindspot assessmentTry This
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2. OPPORTUNITY that may be overlooked



What is the most significant Blindspot that you may be facing right now?

Who can challenge your assumptions without an agenda?

How will you put Truth #2 “CFOs Fear Blindspots
More Than Failure” into action this month?
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Financial scorecards
Scenario planning
Capital allocation frameworks
Maturity models
Benchmarking systems
Strategic planning disciplines
The 8 Key Drivers of CFO Success

Most executives are inspired by vision. CFOs are persuaded by structure. Throughout their careers,
finance leaders learn that disciplined thinking consistently outperforms emotional decision-making.
While inspirational stories may capture attention, they rarely influence significant capital allocation or
strategic decisions. Frameworks do.
A well-designed framework communicates something far more valuable than information—it signals
rigor. Frameworks reduce ambiguity. Frameworks allow us to model consistency. They organize
complexity.They provide a repeatable process for evaluating decisions.

3. Value Frameworks Over Inspiration 

Evaluate current leadership framework
Ask yourself:

What framework guides my personal development as a CFO?
How do I measure leadership growth beyond financial performance?
Do I have a structured process for becoming a better finance leader?

The strongest CFOs don’t simply measure business performance. 

They develop systems that improve their own decision-making.

Try This

CFOs naturally
gravitate towards
models such as:
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A named framework immediately answers
an important question every CFO asks:

"Has someone already thought this
through?"
Specificity builds confidence.
Confidence builds trust.
And trust opens the door to
meaningful conversations.



What leadership framework would most improve your effectiveness over the next 12 months?

Who can help you consistently apply that framework?

How will you put Truth #3 “Value Frameworks
Over Inspiration” into action this month?
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4. The CFO Seat Is Structurally Isolated

Who (and where) can you openly discuss:

Most companies have one CEO. One Head of Sales or Chief Revenue Officer. One Head of Operations or COO. One CFO. 

However, unlike other executives, the CFO often carries information
that cannot be openly discussed throughout the company. Things like: 

Near-term cash concerns
Mergers, acquisitions, succession or exit planning
Capital raises or capital calls
Board dynamics
Compensation

Q. Who can I have this conversation
with?

A. The answer is rarely inside your own
company.

Q. Why are confidential peer
relationships so valuable?

A. Because CFOs need somewhere they
can think out loud without

consequences. 

CFOs
ask yourself:

Try This Consider your current advisory network

  

  

  

Without filtering or sanitizing your thoughts?

Without protecting someone else’s agenda?

Without worrying how your comments will be
interpreted?

Board concerns
CEO relationships
Leadership challenges
Compensation decisions
Capital strategy
AI, BI financial modeling
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4



Where do you currently go to process your most difficult strategic finance decisions? 

What is possible if you had a confidential room of experienced CFO peers?

Isolated” this month? 
  “The CFO Seat is Structurally  Truth #4
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How will you put 



5
Expertise has value. Experience yields credibility. CFOs
respect consultants, advisors, bankers, attorneys and
technology partners.

But when facing a significant decision, they often seek
confirmation from someone who has already lived through a
similar situation.

Who influenced your thinking
the most?

Your spouse or significant
other?
A consultant?
Your CEO?
A Board Member?
Another CFO?

Regardless of who, what
prompted you to TRUST that
particular perspective on
things?

Try this

 

 

“Peer authority consistently outranks expert
authority because it answers the question

every executive quietly asks: What are
leaders like me actually doing?” 

5. CFOs Seek Peer Validation More Than Expert Advice
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Think about the last major strategic
finance decision that you made.

“Confidential peer groups produce insights
that no webinar, white paper or consultant

can replicate.”



Where could peer experience improve your next important decision?

Who regularly challenges your thinking from a position of shared experience?

How will you put Truth #5 “CFOs Seek Peer Validation
More Than Expert Advice” into action this month?
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66. CFOs Buy Clarity Before They Buy Solutions
 

Think about the most significant decision currently on
your desk.

Rather than asking,

"What solution do I need?"

Ask instead:

"What perspective am I missing?"
"What assumptions haven't been challenged?"
"What additional clarity would improve this
decision?"

Most vendors believe CFOs purchase products. In reality, CFOs
purchase confidence.

Before making an investment, a CFO wants greater clarity.
Greater perspective. Greater certainty.

The software, consultant, banking relationship, or strategic
initiative is simply the vehicle. The means to an end. 

The real purchase is confidence in the decision. When insight
comes first, solutions become obvious.

When solutions arrive before understanding, they feel like sales
pitches. The strongest executive conversations don't begin with
recommendations.

They begin with better questions. Questions create clarity.
Clarity creates confidence. Confidence produces action.

People rarely resist conclusions they reach themselves.

Try This  
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What important decision would benefit from greater perspective before greater action?

Who consistently helps you think more clearly rather than simply giving advice?

How will you put 
action this month?

“Buy Clarity Before Solutions”Truth #6
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7. CFOs Respond to Belonging More Than
Networking

Senior finance leaders rarely wake up wanting to attend another
networking event. Exchanging business cards doesn’t solve
challenges or weigh options on opportunities.

High-performing CFOs eventually stop asking, "Where can I network?"

Instead, they begin asking, "Where do leaders like me go to think
better?"

The answer is rarely another conference.

It is a confidential community built around trust, accountability, and
shared experience.

Consider your current professional network.

Which relationships provide:

• Honest challenge?
• Objective perspective?
• Complete confidentiality?
• Genuine accountability?

Which network simply exchanges business cards?

7

Try This
Bring CFO-Circle into your life!
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If you had one room where you could think out loud without judgment, what conversation would you bring first?

Who belongs in your trusted circle of advisors?

How will you put 
Belonging More than Networking” action this month?

“CFOs Respond to Truth #7
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I’m Jim. I am the Chapter Director of CFO-Circle in the Triangle. 

I lead a peer group of CFOs & senior finance leaders who want to become better leaders, make better decisions,  and achieve better
outcomes for themselves and their businesses.

Put the 7 Truths to Work 
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