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AI for the Office of the CFO
The role of the CFO is undergoing a profound transformation. 
In a world where financial environments shift daily, traditional 
governance models—built for periodic review and post-facto 
control—are no longer sufficient. At RedOwl, we believe the 
future of financial governance lies in real-time, intent-driven 
decisioning, powered by agentic AI.

This whitepaper introduces a new category:  Realtime 
Governance and Control. It outlines how RedOwl’s Ontology 
brings together Organisational Memory, Pre-Transactional 
Intelligence, and  Human-in-the-Loop oversight  to 
augment the office of the CFO to govern every transaction 
before money moves. This is not automation for efficiency’s 
sake, it’s intelligence for strategic assurance.

We’ve built RedOwl to augment, not replace, the finance 
stack. Our agents work alongside existing systems, surfacing 
context, enforcing policy, and capturing human judgment as 
reusable intelligence. The result is a finance function that 
is faster, smarter, and more resilient—one that can scale 
governance without scaling headcount.

This whitepaper is a blueprint for finance leaders who want 
to move beyond reactive control and toward proactive 
command. It’s a call to reimagine the office of the CFO as a 
strategic enabler of trust, compliance, and agility.

Jitto Arulampalam
CEO & Co-Founder
RedOwl
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The Future of Payments is Governed 
by Intelligence
Payments are no longer just a backend function—they 
are a frontline of governance, risk, and control. As digital 
commerce accelerates and payment modalities diversify, 
the need for real-time validation, explainability, and policy 
alignment has never been greater. 

This whitepaper from RedOwl captures a critical shift: the 
convergence of payments and governance. It highlights how 
AI-powered agents can bring the same level of control and 
auditability to card payments as we’ve traditionally expected 
from bank transfers. This is a game-changer for enterprises 
navigating fraud, compliance, and operational complexity. 

At Mastercard, we’ve seen firsthand how virtual cards, 
dynamic controls, intelligent authorization and straight 
through processing are reshaping the B2B payments 
landscape by removing friction, improving operational 
efficiency and preventing opportunities for payment details to 
be manipulated. RedOwl’s approach—particularly its intent-
based spend tokens and agentic orchestration—represents 
a leap forward in aligning payment execution with enterprise 
policy and funder intent safeguarding end-to-end payment 
flows. 

This is not just about preventing fraud. It’s about enabling 
trust at scale. As finance teams evolve from processors to 
stewards of strategic capital, platforms like RedOwl will be 
essential in ensuring that every payment is not just fast—but 
right. 

Gareth Lewis 
Director - Account Management 
Mastercard 
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Three Layers of the Problem

Continuous
Volatility

Latency

Governance
Gaps

External factors causing disruptions
Regulatory shifts
Cost fluctuations
Tech acceleration
Continuous Volatility

Stretched decision cycles
Stale data
Manual handoffs
System silos
Policy-to-action gap.

Core issues in regulatory and compliance
Regulatory & Compliance
Fraud Prevention
Auditability
Process Fragmentation

Governance and Controls have always been lagging behind the point of impact. 
Modern governance frameworks are written in the wake of major financial crises and collapses. CFOs have to 
constantly make trade-offs between having robust governance, operational efficiency and being a meaningful 
enabler to the business. 
 
Finance operations today are in a state of constant volatility, with regulations, input costs, supplier conditions and 
technology shifting in shorter cycles than traditional governance can handle. The sheer volume of transactions is 
higher than ever before, with the added complexity of multiple jurisdictions, currencies, tax codes and payment 
channels. 

CFOs and their teams must anticipate issues 
and prepare robust responses. But many finance 
leaders struggle to respond effectively, as offline 
spreadsheets and fragmented data sources severely 
limit real-time financial steering.

To navigate uncertainty, finance teams must evolve 
from passive data managers to proactive strategists. 
By placing finance at the center of organizational 
performance, CFOs and their teams can enhance 
productivity and manage risks more effectively.

https://www.bcg.com/publications/2025/cfos-must-lead-performance-not-just-count-it



Though digitization and automation have reduced operational risks tremendously, the fixed nature of current finance 
& accounting systems become an inhibitor, as organisations have to constantly trade off between operational 
efficiencies and transaction integrity. 

Agentic AI marks a sharp departure from traditional systems built on deterministic, rule-based architectures. In the 
past, enterprise decision-making relied on hard-coded logic and static workflows—think customer service scripts, 
underwriting checklists, or supply chain triggers. While useful in predictable environments, these approaches fall 
short when facing today’s dynamic, high-volume, and context-rich realities. 1

Limitations in Financial Governance Today

1 McKinsey: https://www.mckinsey.com/capabilities/operations/our-insights/when-can-ai-make-good-decisions-the-rise-of-ai-corporate-citizens	

Traditional governance models suffer from latency, feedback loops that stretch across quarters. 
Decisions are made with outdated data, and by the time insights surface, the damage is done. 

Coupa’s Strategic CFO Report (via Forbes) shows 44% of CFOs can’t make informed decisions due 
to data challenges, nearly half say spend-data collection is too labor-intensive, and 25% still rely on 
manual processes, delays that turn into risk when governance cycles lag behind. 

To stay effective, governance needs tools that operate continuously: real-time visibility into context and 
policy, the ability to adapt controls as conditions change, and explainable evidence trails that stand up 
to audit and regulatory scrutiny. In other words, the model must move from periodic checks to always-
on, adaptive decisioning so finance can apply the right control in the moment, not weeks or quarters 
later. 

Delayed decisions don’t just slow operations, they erode trust, increase risk exposure, and reduce agility. 
In a world where financial environments shift daily, latency is a liability. Certain control failures can also 
be highly reputational, leading to decreased customer confidence, profitability, and shareholder value. 

Many finance solutions automate approvals, flag anomalies, or digitise paper trails. Yet they still carry 
limitations such as bottlenecks (e.g., manual approvals) and siloed systems that fail to deliver real-time  
visibility or strategic oversight. As volatility rises, these gaps compound. 

Automation strips transactions of important contextual information. The goal of automation is to preserve 
meta-data that can be ingested and passed through multiple applications in the CFO office. As a result, 
as a transaction flows between different persons and departments, context around a transaction is lost, 
resulting in increased governance risks. 

Decisioning Latency

Episodic Reactive Governance

Automation Drawbacks
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As a result, in systems with inherent gaps, automation only aggravates the issue, exposing more endpoints for 
failure. The goal of automation isn’t to solve governance gaps, it’s to minimize the time spent on processing any 
given transaction. Adding human judgement to an automated process is counter-productive, and  as a result most 
organisations resort to rule-based matrices to handle exceptions and reviews, marginally reducing risk whilst trying 
to maintain optimal volume of output. 

The Real Cost of governance gaps
Every day, companies have  financial leakage due to gaps in governance: incorrect invoice processing, inefficient 
pricing decisions, and delayed approvals that cascade into materialized compliance risks.  However the real cost 
is that the office of the CFO becomes the epicenter for transactional operations, instead of being a timely, mission 
critical enabler of the business.

Even top performers still leak cash 
through process errors: APQC’s 
benchmarking shows ~0.8% of annual 
disbursements are duplicate/erroneous 
for top performers, rising to ~2% for 
bottom performers.

Source: APQC Open Standards Benchmarking; reported via CFO.com - https://www.cfo.com/news/metric-of-the-month-detect-and-prevent-duplicate-or-
erroneous-payments/656852/  



Opportunity
03

Reimagining 
Governance in the age 
of AI



FP&A

Spend Action

Spend Intent

Tries to infer Spend Intent by analyzing historical 
performance

Recorded in GLWhat happened?

Lost in emails, decks, plans and 
meetings

Why did it happen?

Digitizing and automating existing workflows have delivered efficiency, but not the agility or 
realtime control required to thrive in today’s volatile financial environment.

While AI is often positioned as the next frontier, most of today’s AI implementations in finance are largely incremental. 
AI enhances existing workflows with smarter anomaly detection, better document parsing, and faster routing—but 
these are refinements, not reinventions.

The core limitation remains: automation executes predefined rules. It doesn’t understand context, intent, or 
nuance. AI may accelerate automation, but without a shift in how decisions are made, it risks reinforcing the same 
constraints—just faster.

Post‑fact visibility reduces finance to inference, not insight. CFOs see that a transaction happened and cash 
left the organisation, yet the surrounding context—the underlying business intent, commitments, approvals and 
constraints—remains opaque. Without that context, stewardship leans on historical assumptions instead of real‑time 
understanding, amplifying the risk of poor decisions, leakage and compliance exposure.

The true opportunity for AI is not just faster automation, but a paradigm shift to intent-driven, pre-transactional 
intelligence: knowing the “why” behind every transaction before money moves. This shift transforms governance 
from after-the-fact policing into proactive assurance.

The Three Pillars of Realtime Governance in the age of AI

Together, these three pillars establish a new category in the CFO’s 
office: Realtime Governance and Control. Finance is no longer a lagging 
function—it becomes the frontline enabler of trust, compliance, and 
agility.

Organisational Memory Pre-Transactional 
Intelligence

Human-in-the-loop

A continuously learning 
layer that connects 
structured and unstructured 
data, captures human 
judgement as reusable 
intelligence, and ensures 
every decision reflects the 
full history and nuance of 

AI reasoning that validates 
policy compliance before 
money moves, surfaces 
contextual insights in 
real time, and empowers 
humans to make higher-
value decisions.

Embedding human judgment 
at critical decision points, 
ensuring explainability, 
ethical oversight, and 
regulatory accountability.



Organisational Memory

Finance data is fragmented across ERPs, spreadsheets, and emails. Critical knowledge often lives in the 
heads of a few individuals. This creates:

•	 Information silos that slow decisions

•	 Loss of institutional knowledge over time

•	 Missed insights at the moment of action

Organisational Memory is a continuously learning layer that:

•	 Connects structured and unstructured data around  transactions

•	 Stores decisions and workflows as reusable intelligence

•	 Captures tacit knowledge and human judgement applied onto a transaction 

Outcome: Every decision reflects the full history and nuance of your business, reducing dependency on 
human memory and enabling always-on governance.



Pre-Transactional Intelligence

Pre Transactional Decisioning combines AI reasoning with human oversight to:
•	 Validate policy compliance before money moves

•	 Provide contextual insights and options in real time

•	 Reduce manual effort by offloading repetitive checks to AI

Instead of humans performing routine actions, AI handles the heavy lifting, so people focus on what truly 
matters: making the decision.
Outcomes: 

•	 Prevent risk before it materializes

•	 Empower humans with AI-curated context

•	 Turn every payment into a strategic decision

Human-in-the-loop decisioning

Human-in-the-Loop (HITL) is a foundational requirement in next-generation financial governance. In contrast 
to legacy automation models that minimize human involvement, HITL ensures that human judgement is 
embedded at critical decision points, where context, nuance, and ethical considerations intersect with 
policy and intent.

This is not a philosophical stance; it is a structural necessity. Financial decisions often carry strategic 
weight and cannot be completely delegated to Autonomous systems. Regulators, board members and 
shareholders place ultimate responsibility on the CFO, and the people structure within the CFO’s office, not 
with tools or tech.  HITL is a perspective on applying AI to financial governance centred around the human 
operator, and surfacing the right intelligence, before transactions happen in order to make the right and 
most informed decision. 

Explainability, traceability, and human oversight are not optional features—they are essential components 
of trustworthy, adaptive governance systems.

The emergence of a new category in the office of the CFO: Realtime 
governance and control
Together, Organisational Memory, Pre-Transactional Intelligence and Human-in-the-loop redefine governance, 
from reactive control to proactive, intent-driven assurance and AI-assisted decision-making, where every payment 
is strategic, preceded by intelligent and contextualised decision support.

This approach transforms finance operations to be the first and most powerful line of defence in ensuring that the 
outcomes of board mandated governance and control are evaluated on every transaction. It shifts governance from 
being a lagging measuring mechanism to becoming a proactive future facing business enabler.
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Vision 2028 : Intelligence layer in the office of the CFO
The CFO’s office has no shortage of software. In fact, most finance teams juggle a dozen or more disconnected 
applications, each solving a narrow operational problem. Data moves between them through brittle integrations, 
emails, and exports. Intelligence is trapped within each system, and Business Intelligence tools—designed for 
hindsight—cannot provide the contextual understanding required for real-time governance.

RedOwl’s vision is to create an augmented intelligence layer that wraps around this fragmented ecosystem. This 
layer acts as a connective tissue between systems, people, and policies—continuously learning from how the 
organization makes decisions, applying that knowledge in real time, and preserving it as institutional memory.

By embedding intelligence across the financial stack rather than inside any one application, RedOwl turns the CFO’s 
office into a living control system—one that can interpret policy, reason over context, dynamically iterate on policies 
and orchestrate both human and machine agents before any money moves. It transforms the CFO’s toolkit from a 
set of disconnected processes into a single, adaptive intelligence fabric capable of governing every transaction in 
real time.

Reimagining how finance teams operate
RedOwl transforms how finance teams manage transactions—enabling smarter decisions before money moves, 
with agents that understand context, apply policy, and explain every step.

RedOwl doesn’t replace the existing software stack in the office of the CFO. Instead it uses this structured data 
together with contextual, unstructured data dispersed throughout the organization to provide augmented intelligence 
to finance teams. 

The RedOwl 2028 vision is to leverage organisational memory and generate pre-transactional intelligence to 
augment every decision made right across the finance stack in the office of the CFO. Every module of RedOwl—
from its Accounts Payable Agent to its Card Authorization Engine—is designed as a step toward this 2028 vision, 
where intelligence is no longer bound to tools but flows through every financial decision.

At the core of RedOwl’s solution is a unified architecture of specialised AI agents—where conversational agents 
(the ones users interact with) coordinate with technical agents (the ones that perform behind-the-scenes tasks) to 
deliver not just stored knowledge, but actionable intelligence.





To understand RedOwl’s innovation, it’s important to distinguish between knowledge and intelligence

•	 Knowledge is static—it’s the representation of facts, policies, contracts, and historical data.

•	 Intelligence, on the other hand, is dynamic—it’s the ability to apply that knowledge in context, make decisions, 
and adapt to new situations.

RedOwl’s architecture ensures that these two elements work together. Without usable knowledge, intelligence 
cannot emerge. And without intelligence, knowledge remains passive.

The shift to real-time governance and control
Throughout its agentic Architecture, RedOwl is pioneering a shift from rigid, rule-based automation to context-
aware, semantically intelligent decision support that augments human decision-making with clarity and confidence, 
before any transactions occur - transforming how finance operations and governance are managed.

This ensures policy compliance and intelligent coordination across agents—powered by reinforcement learning—
to provide humans with all relevant context, insights, and decision pathways based on organisational knowledge 
and real-time intelligence.

This evolution enables more nuanced decision-making in finance operations, where validations are rarely black-
and-white and often require contextual interpretation.

To ensure transparency and trust, RedOwl’s agents are designed to be explainable, allowing users to trace every 
decision back to its source. 

Today’s systems rely on exact-match logic with limited semantic or contextual awareness. At RedOwl, we’re evolving 
toward a more intuitive, AGI-level approach—where decisions are guided by context, organisational memory, and 
semantic understanding. It’s a long-term journey, but we’re already delivering early use cases that move beyond 
black-and-white validations.

Embedded Organisational 
Memory

Pre-Transactional 
Intelligence

Human in the Loop

RedOwl encodes company 
knowledge, policies, 
contracts, and historical data 
to enable context-aware 
validation and decision 
support.

Applies organisational memory 
to orchestrate processes and 
support proactive validation 
and review workflows.

Surfaces contextual and 
mission critical insights to 
human operators to make 
the right decision, and 
stores the reasoning behind 
these decisions as reusable 
organizational memory. 

RedOwl’s Core Pillars



Orchestrating Real-time Governance in accounts payable
RedOwl AI Agent for corporate payments; the AP agent is deployed across 4 distinct stages in the payment process; 
Ingestion, Review, Approval and Payment. 

Agent driven governance for financial operations
Operationalising RedOwl’s core concepts into financial operations created our very first AI Agent; the Accounts 
Payable (AP) Agent. It orchestrates a network of specialised conversational and technical agents to deliver an end-
to-end control system for managing payments.

By applying an explainable control loop across multiple payment modalities, including bank transfers and corporate 
card transactions, the AP Agent ensures consistent governance and strategic oversight before any money moves. 

RedOwl’s AP Agent ensures that every transaction — card or wire — is preceded by intelligent, policy-aligned 
decision support. This proactive model empowers finance teams with real-time decision support, reducing risk and 
enhancing compliance.



Stage RedOwl Agentic Features Benefit

AP Ingestion & 
Triage

1.	 Connected Email Inbox to autonomously triage emails from 
vendors 

2.	 Submits invoices for processing if everything is in order, or 
escalates to human if there is doubt

3.	 Auto-responds to routine vendor queries

4.	 Prevents fraudulent vendors and domain-squatting attacks 

5.	 Blocks fraudulent invoices at source

Human operators move from 
answering high-volume routine 
queries to only areas that 
require human judgement

Review

1.	 Evaluates the invoice against company policy, regardless of 
modality or complexity of the policy. 

2.	 Verifies invoice against contractual terms such as vendor 
contracts, master services agreements and vendor pricing 
sheets.

3.	 Checks invoice line items, payment terms against POs, GRNs, 
Warehouse Receipts, Project Reports for autonomous 3-way/4-
way matching

4.	 Checks invoices for validity and reasonableness; fair value 
assessment against market prices, deviation against historical 
invoices from the same vendor,  and internal communications 
on reasons for purchase

5.	 Surfaces critical insights to the reviewer to understand if it’s a 
valid invoice

6.	 Neutral AI Agents review AP Agent’s work and provide a 
confidence score

7.	 The user can fix AI errors to ensure organizational memory is 
updated

Human reviewers reinforce 
corrections to improve AI 
performance

Approval

1.	 Context (Structured and unstructured data) around the invoice 
is surfaced to the approver

2.	 Recommendations on adherence to compliance policies and 
areas of impact on key governance areas i.e ESG, Modern 
Slavery, AML etc

3.	 Clear audit trail of the invoice, from inception of spend intent all 
the way to invoice review, including changes made, reviewer 
queries, and adjustments made. 

4.	 Can query clarifications via chat without breaking the flow

Human approvers can focus 
on the most important and 
often overlooked aspects 
surrounding an invoice

Payment

1.	 AI agent to execute payment flow upon receiving approval from 
human operator

2.	 Instant reconciliation for card payments

3.	 AI reconciliation for smooth close management

Close books faster with AI 
reconciliation



RedOwl introduces a paradigm shift in card technology, offering a level of control previously unattainable with 
traditional solutions. As corporate card usage has expanded, so have the risks—policy violations, unauthorised 
transactions, and fraud costing companies billions annually.

Global payment card 
fraud losses reached 
$33.83B in 2023 and are 
projected to cumulate to 
$403.88B over the next 
decade.

Falsified expense reports 
and invoice schemes 
appear in 89% of 
investigated fraud cases 
worldwide.

Corporate Cards for Commercial Payments
The use of virtual cards for commercial transactions has grown exponentially, accounting for over $880Bn  (“The 
use of virtual cards for commercial transactions has grown exponentially. According to Mastercard’s ‘Introduction 
to Commercial Payments’ whitepaper, Australian businesses have over $880 billion in annual expenses that could 
be paid by corporate or commercial cards” – Mastercard Whitepaper - Mastercard_WhitePaper_Introduction_
To_Commercial_Payments) in Australia alone.  Though traditionally corporate cards have been used for Travel & 
Expense Payments, adoption of cards for vendor payments is on a growth trajectory, fuelled by B2B E-commerce, 
digital services and integrated card payment gateways in ERPs. Virtual cards are seen as a powerful payment 
alternative to both the customer and vendor. 

Source: Payments Dive coverage of the Nilson Report of December 2024 (ACFE- Association of Certified Fraud Examiners 2024)



How It Works: RedOwl’s Patent Pending Card Authorisation Technology
RedOwl’s AI Card Platform delivers real-time validation and control for every transaction, aligning funder intent with 
spender action. 

1.	 Intent Capture: The spender communicates intent to RedOwl’s AI, which uses Retrieval Augmented Generation 
(RAG) and other ontologies to assess policy alignment for auto approval or to gain more clarity with funder.

2.	Intent Encoding: Approved intents are converted into Spend Tokens; dynamic, policy-constrained spend tokens 
tied to merchant, amount, category, and time.

3.	Transaction Matching: Instead of simply checking the account balance, incoming transaction data is matched 
against spend tokens in real time. If aligned, it’s authorised; if not, it’s declined with a clear explanation.

What This Changes
•	 Validates card expenses against policy in real time

•	 Flags anomalies (e.g., duplicate charges, out-of-policy vendors)

•	 Provides explainable justifications for approvals or escalations

•	 Nudges users with policy reminders at the point of transaction

Finance teams gain bank-transfer-grade control over card payments—without needing to reissue card numbers. 
Employees retain a low-friction payment experience, and every decision is auditable and policy-linked.
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Entering the age of AI
Most governance concepts – such as audits and audit committees, and reporting duties   - were formalized after 
the stock market crash of the 1930’s. It’s untenable  to assume that the same governance modalities would be 
applicable in an age where machine intelligence is evolving at such an incredible pace and transforming the way 
we work. 

The CFO’s who can fulfill their mandate to the board and be a force for growth will rethink every aspect of 
governance for the age of AI. It is a given that the office of the CFO will look drastically different over the next 5 
years. The imperative is now on the CFO to transform their teams from being  processors of financial data to being 
orchestrators of instructions to intelligent systems. 

In this era, real-time governance and control will soon become a necessity to remain competitive as the organisational 
operating landscape changes. This change is underpinned by three macro-events that are unfolding rapidly across 
the enterprise landscape. 

AI Agents becoming knowledge workers
The office of the CFO today interacts primarily with human knowledge workers in other departments – i.e HR, 
Sales, Marketing and Logistics, along with human operators in external organisations i.e vendors, customers, 
and tax authorities. However, AI Agent use is rapidly growing in these counterparts, especially customer facing 
departments. The CFO’s office will increasingly not just have to respond to human requests, but AI Agent requests 
for payments and purchases. 

The following key claim appeared in a Bloomberg interview in June 2025, where Marc Benioff stated that ‘30% 
to 50% of Salesforce’s work is now done by AI’—a figure he described as evidence of a “digital labor revolution” 
transforming the company’s operations.

Compounding Risks of an Agentic Workforce
The focus of digitization and automation has been around minimizing human error by having rigid guides around 
how human knowledge workers work. But existing systems have not caught up on how to secure workflows when 
agents working at lightning speed, interact with the office of the CFO, for everything from purchasing to forecasting. 

Agentic Misalignment
As non-accounting/non-finance AI agents increase in the workforce, the safeguards around their ability to influence 
purchasing needs to have guardrails. Most of the agentic platforms today focus around efficiency. When employees 
join an organization, they are given an ‘employee handbook’ or ‘code of conduct’ which gives clear expectations 
on how they should behave, especially when it comes to using company finances. However, most AI Agents don’t 
have such a handbook, and lack a ‘fiduciary duty’ compass, that prevents them from making wrongful purchasing 
or finance related decisions. 

RedOwl as safeguard in an increasing agentic workplace
RedOwl acts as the first and last line of defense in the office of the CFO, to ensure that regardless of how other AI 
agents are configured, when it comes to making a critical decision in operational finance (AP, Spend, Procurement) 
to Strategic Finance (Reporting, Capital Management, Treasury etc), RedOwl will always augment the human 
operator to make that decision, whether the request came from a human worker or an AI worker. 

RedOwl’s vision to augment the office of the CFO
Our vision has three thematic arcs, all delivering augmented intelligence to the office of the CEO in the age of AI; 
Realtime Workflows, Autonomous Fiduciary Reporting and Realtime Capital Management. Each arc turns the office 
of the CFO from a passive observer to an active operator in a world blended with synthetic intelligence and human 
intuition.  



Realtime Workflows;
Realtime workflows provide the scaffolding for Augmented Intelligence in the office of the CFO, in a mostly human-
centric workforce. This foundational layer ensures that  workflows can intelligently adapt based on context, and are 
able to refer unstructured data and tacit knowledge with the goal of providing pre-transactional intelligence using 
organizational memory. 

Autonomous Fiduciary Reporting
Once the foundation for intelligent, autonomous realtime workflows are in place, the next major leap in the CFO’s 
office will be autonomous fiduciary reporting. Currently, reporting requirements on - 
-	 Internal Policy Compliance
-	 Regulator Compliance (ESG, Modern Slavery Act etc)
-	 Legal Compliance (Tax, Anti-Money Laundering Act, SEC Reporting requirements etc)
are performed as a post-mortem. In the immediate future, the office of the CFO will need to move from forensics 
based management to a proactive, prescriptive model. The CFO will be more akin to a racecar driver – making 
hundreds of micro-adjustments per second – as opposed to a race commentator. 

With the CFO having complete foresight on how each transaction affects the operating landscape and reporting 
obligations - even in the most complex and nuanced areas - the fiduciary goal determines the transactions that 
would occur. This contrasts sharply with today’s world where the transactions determine the outcome of the CFO’s 
reports. 

Intelligent Capital Management
At the highest maturity levels of agentic systems in the office of the CFO, we anticipate most of the concerns around 
efficiency and timeliness to be resolved, shifting focus entirely toward capital allocation and strategic optimisation. 
Here the only responsibility of the human operator becomes managing and allocating capital effectively, down to 
each transaction. Treasury, Forex and Capital allocation move from being high-level functions to granular, everyday 
operations that are worked out on every single transaction before its executed. 

Operational cost optimization as a side effect

Intelligent capital management is the holy grail for RedOwl. And in the path to achieving it, operational gains are 
realized, allowing CFOs to optimize the cost of the finance function. Human operators would be allocated to only 
provide orchestration of AI systems and critical human judgement, removing wasted efforts on low value operational 
areas. This is crucial as it underpins the transformation of the CFO’s office from a tactical operator to a strategic 
business driver. 



The human perspective in a world of 
programmed intelligence

AI today sits where the internet once did in the 1990s, or 
digital payments in the 2000s—initially a novelty, then 
an inevitability. Over time, it will stop being a separate 
discipline and become the invisible infrastructure of every 
business function, including finance.

The office of the CFO will not be exempt from this 
transformation—it will be at its epicenter.

But as intelligence becomes ambient, the CFO’s most 
valuable contribution will not be computational—it will be 
judgment. Algorithms can model probabilities, process 
context, and even approximate reasoning, but they cannot 
interpret intent. They can validate whether an action aligns 
with policy, but not whether it aligns with purpose. That 
distinction will define the next generation of financial 
leadership.

The future CFO will govern not by auditing what happened, 
but by understanding why something should happen. 
Their most important skill will not be arithmetic precision, 
but perspective—the ability to sense risk before data 
confirms it, to interpret nuance where metrics are silent, 
and to apply intuition when no model exists. These are 
not soft skills. They are the ultimate governance skills, and 
they remain uniquely human.

As AI systems mature, the question for every CFO will 
shift from “How do I automate this?” to “Which AI lets me 
stay in control?” The right systems will not replace human 
decision-making—they will preserve and amplify it, giving 
leaders clarity before action and confidence after.

That is the philosophy behind RedOwl: to ensure that 
intelligence serves intuition, not the other way around. 
Because in a world of machines, human judgement will 
always be the final act of governance.

Closing Remarks 



The Future of Payments is Governed by Intelligence
Payments are no longer just a backend function—they are a frontline of governance, risk, and control. As digital 
commerce accelerates and payment modalities diversify, the need for  real-time validation, explainability, and 
policy alignment has never been greater.

This whitepaper from RedOwl captures a critical shift: the convergence of payments and governance. It highlights 
how AI-powered agents can bring the same level of control and auditability to card payments as we’ve traditionally 
expected from bank transfers. This is a game-changer for enterprises navigating fraud, compliance, and operational 
complexity.

At Mastercard, we’ve seen firsthand how virtual cards, dynamic controls, and intelligent authorization are reshaping 
the B2B payments landscape. RedOwl’s approach—particularly its  intent-based spend tokens  and  agentic 
orchestration—represents a leap forward in aligning payment execution with enterprise policy and funder intent.

This is not just about preventing fraud. It’s about enabling trust at scale. As finance teams evolve from processors 
to stewards of strategic capital, platforms like RedOwl will be essential in ensuring that every payment is not just 
fast—but right.

[Executive Name]
[Title]
Mastercard

Governance and Controls have always been lagging behind the point of impact. Modern governance frameworks 
are written in the wake of major financial crises and collapses. CFOs have to constantly make trade-offs between 
having robust governance, operational efficiency and being a meaningful enabler to the business. 

Finance operations today are in a state of constant volatility, with regulations, input costs, supplier conditions and 
technology shifting in shorter cycles than traditional governance can handle. The sheer volume of transactions are 
higher than ever before, with the added complexity of multiple jurisdictions, currencies, tax codes and payment 
channels. 

“CFOs and their teams to anticipate issues and prepare robust responses. But many finance leaders 
struggle to respond effectively, as offline spreadsheets and fragmented data sources severely limit real-
time financial steering.

To navigate uncertainty, finance teams must evolve from passive data managers to proactive strategists. 
By placing finance at the center of organizational performance, CFOs and their teams can enhance 
productivity and manage risks more effectively” (Link: BCG)

Though digitization and automation have reduced operational risks tremendously, the fixed nature of current finance 
& accounting systems become an inhibitor, as organisations have to constantly trade off between operational 
efficiencies and transaction integrity.  

Agentic AI marks a sharp departure from traditional systems built on deterministic, rule-based architectures. In the 
past, enterprise decision-making relied on hard-coded logic and static workflows—think customer service scripts, 
underwriting checklists, or supply chain triggers. While useful in predictable environments, these approaches fall 
short when facing today’s dynamic, high-volume, and context-rich realities. (Link: McKinsey)

At its core, limitations of today’s financial governance are comprised of
1.	 Decisioning Latency
2.	 Episodic Reactive Governance
3.	 Automation Drawbacks 

2.1 Decisioning Latency 
 
Traditional governance models suffer from  latency, feedback loops that stretch across quarters. Decisions are 
made with outdated data, and by the time insights surface, the damage is done. 

Coupa’s Strategic CFO Report (via Forbes) shows 44% of CFOs can’t make informed decisions due to 
data challenges, nearly half say spend-data collection is too labor-intensive, and 25% still rely on manual 
processes, delays that turn into risk when governance cycles lag behind. 
Source: Forbes. (2025, June 10). AI is likely to increase revenues—as long as CFOs can access data. (Link)


