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Introduction 

Overview

We are pleased to share the 2025 edition of our PE CFO Report on 

compensation and the working environment in private equity portfolio 

companies. During August and September, we surveyed 1,300 CFOs of 

private equity-owned companies worldwide to understand their 

perspective on compensation, governance, mobility, and the working 

relationship with their sponsors.

About Vardis

Vardis is an international executive search firm focused on portfolio 

company recruitment on behalf of Private Equity investors (CEO, CFO, 

COO, Board Directors, etc.). We also provide a range of Pre-Deal Services 

to support investor diligence and teambuilding needs. We believe that 

access to current, unbiased data provides investors and executives with 

the intelligence to make better hiring and career decisions. Our 

compensation surveys and original research are fundamental to our 

core recruiting process.

Should you want further information on this or Vardis’ other surveys, please contact a 

Vardis consultant in any of our offices at www.vardis.com

Contact

UK

Mark Mullen
mmullen@vardis.com

mmullen@vardis.com

GERMANY

Christiane Doerner
cdoerner@vardis.com

cdoerner@vardis.com

John Hoagland
jhoagland@vardis.com

jhoagland@vardis.com

NORTH AMERICA

Josh King
jking@vardis.com

jking@vardis.com
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Key Themes

Compensation

▪ Compensation Remains Flat: Target 

compensation (base & bonus) is largely 

unchanged.  Actual compensation is down 

4% driven by an 11% decrease in bonus paid.

▪ Equity: Expected equity returns at liquidity 

have stabilized after growing at a 5% CAGR 

since 2018.  Equity grants have remained 

constant as a percentage so changes are 

driven by either EBITDA expectations or the 

exit multiple.

▪ “Move Premium”:  CFOs taking on new 

roles report an average increase in their 

cash compensation (base and target bonus) 

of 10%.  This is consistent regardless of prior 

role or whether they are experienced CFOs 

or “step-up” candidates.

Exits, Location  & Mobility 

▪ Impact of Exit Activity: On an annualized 

basis, 2025 has seen fewer exits than any 

year since 2017.  This has resulted in fewer 

CFOs being “priced to market.”  CFO tenure 

is up 10% (to 3.33 years) over last year.

▪ Office Location: CFOs working in 

headquarters are in the minority.  While 

there is a strong correlation between size 

and work location (two-thirds of the CFOs 

in companies with revenue of $500M or 

more are on-site), being office-based in HQ 

is now the exception.

▪ Relocation: Only 8% of CFOs relocated in 

2025, compared to 28% for the preceding 

four years.  30% of all PE CFOs now 

“commute” from a city other than where 

their job is located.

CFO Experience Important, but…

▪ The Experience Factor: 71% of CFOs arrived 

with prior CFO experience, and 51% came 

directly from other PE-backed companies – 

underscoring the premium placed on battle-

tested leadership.

▪ Next Generation:  Breaking a decade-long 

trend, first-time CFOs now represent 24% of 

appointments, up from 15% in ‘24.  This shift 

reflects the impact of a 60% expansion in PE 

portfolio companies since 2022, creating 

opportunities for Controllers and VPs 

Finance despite “PE CFO experience” 

remaining the preferred qualification.

▪ Analytical Focus:  Two-thirds of 

respondents will invest in FP&A this coming 

year.  21% cited AI as a leading disruptor of 

their current business model.   The swing 

towards analytics and away from people is 

likely a contributor to the remote CFO trend.

1 2 3
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Annual Mean Cash Compensation (X $1,000) 2020 – 2025 for PE Backed Companies 

CFO Cash Compensation By Company Revenue 
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Equity Value Base Case By Company Revenue 

Median Target Equity Value at Liquidity (in millions USD) 2020 - 2025
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SURVEY 
RESPONSES
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Investor Profile
Your investor's investment style can best be described as…01

Which of these best describes your investor's operations model?03

When do you anticipate an exit?02

What is the most likely exit for your current investor?04

13%

57%

20%

9%

Venture Capital Growth Investor Buy Out Turnaround/Distressed

20%

28%

38%

13%

Within the next

12 months.

12 to 24 months

from now.

24 to 48 months

from now.

More than 48

months from now.

9%

34%

23%

33%

My investor does not have a dedicated portfolio 

operations group or operating executive organization.

My investor has a team of former operators that serve 

as board members of the firm's portfolio companies.

My investor has an internal operations group which 

works closely with its portfolio companies.

My investor has an internal operations group that 

includes finance and accounting experts who play 

an active role in its portfolio companies.

40%

6%

48%

6%

Trade Sale/Strategic

Buyer

Public Offering Another PE Investor Long Term Hold and

Dividend Returns
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19%

24%

19% 19% 19%

Less than $100M $101M  - $250M $251M - $500M $501M - $1B More than $1B

14%

27%

22%

29%

8%

Less than 100 101 - 500 501 - 1000 1,000 - 5,000 More than 5,000

Company Profile
What is your Company's annual revenue?05

How many employees at your Company?07

What industry best describes your Company?06

As of January 2025, what is your Company’s approximate 

enterprise value?
08

14%

11%

31%

13%

18%

12%

Less than $50M

$50M - $99M

$100M - $249M

$250M - $499M

$500M - $1B

More than $1B

16%

4%

10%

16%

21%

5%

11%

2%

6%

10%

Business Services/Financial Services

FinTech

Industrial Services

Technology

Manufacturing

Distribution/Transportation

Healthcare

Retail

Consumer Products/Services

Other
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Company Debt Levels

Very 
low

For its most recent reporting period, what was the 

approximate multiple of debt to trailing 12 months EBITDA?
How would you describe your Company's level of debt?

15%

14%

26%

17%

29%

Less than 2 
times

2 to 3 times

4 to 5 times

6 to 8 times

More than 8 
times

Average debt level for 

the business and 

industry

Aggressively 

leveraged

Very low 

leverage

Note: Debt levels 

remain largely 

unchanged from 2024, 

but perception has 

changed. Those 

describing their 

companies as 

“aggressively 

leveraged” have 

increased by 65% over 

2024, assumedly due 

to debt service costs.

09 10
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How have operating results and value creation 

compared to the initial investment thesis?
Looking at 2025, do you think operating results will be…

Survey Responses: Company Performance

25%

35%

21%

11%

8%

Much Weaker than

Expected

Somewhat Weaker

than Expected

As Expected Somewhat Better

than Expected

Much Better than

Expected

• Overall distribution 

skews significantly to 

“weaker” and 

“somewhat weaker…”

• Only 40% are “As 

Expected” or better

5%

15%

19%

37%

24%

Much worse than

in 2024

Somewhat worse

than in 2024

Similar to 2024 Somewhat better

than 2024

Much better than

2024

11 12
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CFO Role & Hiring Criteria

When did you join your current organization?13 What best describes your previous experience?14

2025

2024

2022 - 2023

2020 - 2021

2019

Note: Responses 

indicate average 

time in role of 3.33 

years, up from 3.0 

years in 2024
2%

10%

8%

3%

26%

51%
CFO of a private equity backed 

company

CFO of another company

Divisional CFO of another company

Corporate Controller, Treasurer, VP 

Finance, etc. in another company

Corp. Controller, Treasurer, etc. in 

a private equity backed company

Divisional CFO of a private equity 

backed company
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What were the key factors in your hiring? (check all that apply)15
Other than finance & accounting, what other functions 

report to you?  (check all that apply)
16

6%

9%

10%

11%

14%

15%

17%

34%

45%

63%
CFO of a private equity 

backed company

I was recruited based on 

industry experience

Prior Private Equity “Exit” 

experience

I knew the investor

Big 4 Accounting 

Experience

I knew the CEO

Prior IPO experience

Already here

Public Reporting Experience

Other (please specify)
31%

20%

33%

40%

61%

61%Information 

technology

Legal*

Human Resources*

Purchasing

Supply Chain

Other**

* Legal and H.R. are 

size-sensitive.  The CFO 

has responsibility for 

Legal in 68% of 

companies <$250M 

versus 51% > $250.  HR is 

part of the CFO remit in 

46% of companies 

<$250M dropping to 33% 

> $250M.

** Common “Other” 

include Real Estate & 

Facilities, Revenue 

Ops/Revenue Lifecycle 

Management, 

Customer Services, 

Business System.

“Other” responses

▪ Turnaround Exp.

▪ Roll-up Exp.

▪ Operations Orientation

CFO Role & Hiring Criteria



Private Equity CFO Report 13

CFO Prior Experience & PE Differences

33%

26%

33%

31%

35%

37%

39%

44%

31%

52%

30%

9%

33%

33%

9%

17%

Somewhat Different Significantly Different

How does your current cash compensation (base & target 

bonus) compare to your last role?
17

If first experience in a PE backed company, how does it 

compare to your previous role in the following categories? 
18

2%

9%

27%

31%
30%

Lower by 20% or

more

Lower by 5 - 20% About the same Higher by 5 - 20% Higher by 20% or

more

Quality & Size 

of Team

Pace of Change

Lender 

Involvement

Board 

Involvement

Expected 

knowledge of detail

Reporting

Leverage

Cash 

Management
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Building the PE Ready Finance Function
On average, how often do you have contact with 

your investor?
19

In what areas are you mostly likely to invest during the 

coming 12 months? (Check all that apply.)
20

Less than once per 
month

Multiple times per 
week

Once per week
2-3 Times per month

Once per month

29%

66%

42%

15%
13%

18%

25%

47%

Financial

Control

FP&A M&A Audit &

Risk

Tax Treasury Shared

Services

Financial

IT

17%

33%

24%

22%

3%
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Which best describes your current work environment?21

Work Environment: On-site, at-home, hybrid?

28%

24%

6%

42%

I work on-site in the 
headquarters location

I am primarily on-site 
in a non-headquarters 
location

I maintain an office at 
my company, but work 
equally from home and 
the office

I work primarily on a 
remote basis

30%
39%

33%

54%

77%

3%

10%

7%

8%

24%

27%

27%

30%
7%43%

24%
33%

8%
16%

< $100M $100M-$249M $250M-$499M $500M-$1B > $1B

On-site/HQ On-Site/Non-HQ Hybrid Primarily Remote

Work Environment by Revenue
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Which of the following best describes your situation?22

CFO Mobility and Relocation

31%

19%

50%

My current position is in 
the same city as my 
former role.

My current position is in 
a different city and I 
relocated.

My current position is in a 
different city.  I maintained 
my previous residence and 
"commute" on a weekly or 
periodic basis to the new 
location.

28%

24%

28% 27%

26%

15%

8%

2019 2020 2021 2022 2023 2024 2025

% of CFOs who Relocated 2019 - 2025

Historic Relocation Rates
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What is your current base salary? (Overall distribution and 

mean/median by revenue)
24

Base Salary Overall and by Revenue 

10%

22%

22%

18%

19%

6%

2%

Up to $250k

$251k - $300k

$301k - $350k

$351k - $400k

$401k - $500k

$501k - $600k

> $600k

$286 

$324 

$396 
$419 

$471 

$277

$347

$387

$435

$475

< $100M $100-$250M $250-$500M $500M - $1B >$1B

Mean Median

Current Base Salary (x $1,000) by Revenue 
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4%

10%

17%

20%

28%

4%

17%

Up to 20% 21 - 30% 31 - 40% 41 - 50% 51 - 60% 61 - 70% Over 70%

What is your current target annual bonus? (Overall distribution 

and mean/median by revenue.)
25

Target Bonus (% of Base) Overall and by Revenue 

40%

45%

53%

60%

70%

35%

45%

50% 50%

65%

< $100M $100-$250M $250-$500M $500M - $1B >$1B

Mean Median
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What was the actual bonus you received in 2025 performance? 26

Target Versus Actual Bonus in 2025 (% of Base) 

40%

45%

53%

60%

70%

35%

45%

50% 50%

65%

27%

37%

43%

55%

65%

20%

35%

45%

50%

65%

< $100M $100-$250M $250-$500M $500M - $1B >$1B

Mean Target Median Target Mean Actual Median Actual
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What is the basic structure of your equity participation plan?27

Equity Participation Plan Structure

9%

1%

10%

25%

25%

31%
Phantom Equity (appreciation 
rights, cash-base at exit, etc.)

Stock Options

Profits Interest

Sweet Equity/Coinvestment 
Scheme

IRS 1202 Qualified Small 
Business Plan

Other (please describe)

▪ Direct equity shares

▪ Membership Units

▪ Incentive units based 

on time and MOIC

▪ Sale Bonus

Other 
Responses
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Equity: Coinvest and Vesting Norms

Did you invest your own capital in the Company?28 How does your equity vest?29

No

Yes, >1 year salary

Yes, < 1 year salary

28%

10%

7%

5%

38%

12%Time based only

Time based with 

acceleration at liquidity

Performance based (e.g., above 

a performance threshold) only

Performance based with 

acceleration at liquidity

Blend of time and 

performance

Blend of time and performance 

with acceleration at liquidity
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If your equity delivers against the expectation of the investment thesis, what gross 

proceeds (000’s) do you expect at exit?  (Overall and mean/median by revenue)
30

Exit Value of Equity Overall and by Revenue

$1,969

$2,500

$4,500 $4,539

$5,850

$1,375

$2,650

$4,470
$4,250

$6,500

< $100M $100-$250M $250-$500M $500M - $1B >$1B

Mean Median

13%

13%

14%

22%

10%

5%

13%

10%

Up to $500,000

$500,000 - $1M

$1.01M - $2M

$2.01M - $3M

$3.01M - $4M

$4.01M - $5M

$5.01 - $7.5M

More than $7.5M
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What percentage of the fully diluted shares of your Company 

do you believe your equity grant represents?
31

Exit Value of Equity Overall and by Revenue

26%

13%

9%

3%

8% 8%

12%

0 to .49% .5 to .74% .75 to .99% 1.00 to

1.24%

1.25 to

1.49%

1.50 to

1.99%

2.0% or

more

1.1%

1.0%

1.4%

1.0%

0.8%

1.0%

1.2% 1.2%

1.1%

0.9%

< $100M $100-$250M $250-$500M $500M - $1B >$1B

Mean Median
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Recruitment Activity and Business Outlook
How many new CFO job opportunities are presented to you 

by investors or recruiters in the average month?
32

What impact do you think these factors will have on your 

business in the next 12 months?
33

3%

52%

25%

17%

3%

None 1-2 per month 3-5 per month 6-10 per month 10+ per month High Impact Some Impact

Impact of AI on 
industry/business model?

Effect of non-competes becoming 
less common/enforceable?

Lingering threat of recession?

Ongoing international supply 
chain disruption?

Tariffs

Interest rates/cost of 
capital/debt availability?

Push for remote/hybrid 
work flexibility?

General inflation?

Wage/salary inflation?

Lack of skilled employees?
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NEW YORK

Soundview Plaza

1266 E. Main St. #700R

Stamford, CT 06902

United States

+ 1 646 559 6776

LONDON

The Gridiron Building 

One Pancras Square 

London, N1C 4AG

United Kingdom

+44 7771 506739

FRANKFURT

Schillerstrasse 27

60313 Frankfurt

Germany

+49 69 348 77 34 50

DALLAS

1412 Main St. Ste. ES16

Dallas, TX 75202

United States

+1 617 281 5823

BOSTON

1 Hollis St. Ste. 207 

Wellesley, MA 02482

United States

+ 1 617 495 7656
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