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A JOURNEY 
TO TREASURY 
ROADMAP
INTRODUCTION

Digitisation and automation must remain an 
essential priority to ensure efficient processes, 
informed decision-making and adaptabi l i ty in 
the face of fast-changing business, regulatory, 
economic and geopolitical conditions.

Regulatory compliance is essential to integrity 
and trust, but can be a drag on resources for 
all f inancial market participants. By combining 
digitisation, standardisation and collaboration, 
there is greater potential than ever to streamline 
compliance – and therefore free up resources for 
value-added activities - without compromising on 
integrity and process rigour. 

Paying and being paid efficiently and on time 
remains crucial to liquid, functioning supply chains 
and a positive customer experience. 

And with the impact of climate risk and social 
inequality never more apparent, treasurers need 
to step up their efforts to implement sustainable 
solutions that contribute to positive environmental 
and social outcomes.  

Journeys to Treasury, now in its seventh year, has 
continued in the multimedia format first started 
during the pandemic, with a series of podcasts 
during the year, culminating in this report. The 
report brings together expert commentary and 
practical case studies from leading treasurers 

Twelve months ago, many of us were tentatively 
looking beyond the Covid-19 pandemic with some 
confidence that we could move on from what 
appeared to be an unprecedented period of change 
and adaptation to calmer times ahead. Treasurers 
were settling into hybrid working, and looking to 
build on the digital progress they had made to 
support the business in new ways, and enhance 
process automation and decision-making. 

In many companies, boards and senior management 
teams were sett ing ambit ious environmental, 
social and governance (ESG) targets, infusing the 
business with new priorities and ways of operating. 
Treasurers were enthusiastic about the opportunity 
to contribute to these ambitions by implementing 
more environmental ly and social ly conscious 
borrowing and investment programmes, sustainable 
supply chain financing, and a more inclusive culture. 

A year on, circumstances once thought exceptional 
have become part of our daily experience. The 
war in Ukraine, soaring inflation and energy prices, 
catastrophic climate events around the world and 
rising interest rates mean that treasurers’ role in 
managing liquidity and risk continues to be essential 
to business success, even survival.

No-one can predict how the next twelve months will 
unfold, but treasurers need to be prepared:

Thank you
for joining us on our journey.

globally on their current projects and priorities. This 
combination of expert commentary and practical, 
insightful case studies represents the essence of 
Journeys to Treasury. 

The  repor t  the re fo re  represents  a  un ique 
collaboration, sharing, learning and implementing 
best practices across the treasury profession, 
bringing together the distinctive expert insights 
of the four Journeys to Treasury participants: 
BNP Paribas, PwC, SAP and the EACT, and the 
companies we have invited to participate.

We hope that you enjoy, and are inspired by, this 
year’s Journeys to Treasury report. 

Introduction | Journeys to Treasury 2022-2023Journeys to Treasury 2022-2023 | Introduction
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HIGHLIGHTS 
FROM  
THE EACT  
SURVEY 2022

Technology 
innovation
Related to these points, technology innovation in 
treasury continues to be important. Treasurers 
highlighted that  access to enhanced data analytics 
is their no. 1 priority to support decision-making 
(figure 2). The use of application programming 
interfaces (API’s) to better integrate data across 
applications, business functions and external 
stakeholders is second, driven in part by emerging 
digital business models which require more dynamic 
data and transactions. The use of robotic process 
automation (RPA), and artificial intelligence (AI) 
is also playing an important role to automate 
processes and improve data quality. While the 
ranking of these technologies has changed over 

Three hundred treasury professionals 
responded to this year’s EACT Survey, an 
annual review of corporate treasurers’ major 
priorities, challenges and opportunities. 
While this was the first survey since Covid-19 
restrictions started to ease (in some parts 
of the world), it took place at a time when 
treasurers were assessing the prospect of 
another period of renewed geopolitical and 
economic tensions and uncertainties. The 
survey results are therefore an interesting 
snapshot of the degree of change in 
treasurers’ priorities over this extended 
period of challenge and change.

‘Back to basics’ in 
treasurers’ priorities
Treasurers emphasised that cash flow forecasting 
and treasury digitisation are likely to remain their 
top two priorities over the coming 12-24 months, 
followed by bank relationships (figure 1). These 
concerns come as no surprise, given that they 
underpin treasurers’ efforts to manage liquidity 
and risk. This includes ensuring access to funding, 
optimising eff iciency, and accessing the right 
information on which to make decisions. 

recent years, treasurers remain committed to 
leveraging innovation to support the business as 
effectively and efficiently as possible.

Realising real-time
One of the outcomes of the shift towards digital 
business models across many industries is the 
growing need for real-time processes, information 
and transactions. Survey participants noted the 
value of real-time information, followed by real-time 
payments and collections, to manage the business 
during highly uncertain times, and support the 
evolving – increasingly digital – needs of the business. 
This trend is closely aligned with the earlier point 
about the emergence of APIs as a priority, enabling 
the dynamic, richer flow of data and transactions.

Capital Structure

Funding

Fraud/C yber-risks

Risk Management (FX, IR, Commodity )

Technology Infrastructur e Review

Wo rking Capital M anagement

Othe r (Please S pecify )

37%

16%

56%

43%

22%

19%

34%

37%

26%

20%

29%

6%

FIGURE 1. TREASURERS’ PRIORITIES OVER 
THE NEXT 12-24 MONTHS

Highlights from the EACT Survey 2022 | Journeys to Treasury 2022-2023Journeys to Treasury 2022-2023 | Highlights from the EACT Survey 2022
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FIGURE 2. INNOVATIONS CURRENTLY BEING 
USED BY TREASURERS - OR INTENDING TO 
USE IN THE NEXT 12 MONTHS

Highlights from the EACT Survey 2022 | Journeys to Treasury 2022-2023

the same time, the move to shore up and diversify 
supply chains requires a more proactive approach 
to working capital optimisation across supplier 
ecosystems. Treasurers have a major role to play 
in these areas, and as such, need to grasp the 
opportunity that these priorities present to increase 
the value they offer to the company. The growing 
importance of ESG as a fundamental strategic 
pillar also create the opportunity for treasurers 
to both drive and contribute to the ESG agenda, 
and posit ion the company as a responsible 
financial and supply chain participant in the global 
commercial ecosystem.

Conclusions
The economic uncertainty and operational constraints 
forced by the pandemic reinforced the importance 
of effective liquidity and risk management, and 
digitised processes. While the most immediate 
effects of Covid-19 are largely subsiding, the ongoing 
geopolitical, economic and supply chain uncertainty 
means that efficient processes, tools to enable 
effective decision-making, and access to financing 
remain essential.

But the pandemic was also a catalyst of other priority 
shifts. Many companies have accelerated the move 
towards digital business models, which implies a 
shift to real-time data and transaction exchange. At 

Increased digitisation, whether within treasury or 
more widely across - and beyond - the business, 
also exacerbates the importance, and potential 
impact, of risks such as fraud and cyber-risk. These 
remain essential priorities for treasurers, alongside 
colleagues across the business, but the value and 
sensitivity of data managed within treasury makes 
this a particularly significant consideration.

Treasurers’ role in the 
evolving business
As businesses in all industries and of all sizes expand 
their international footprint, and access new supplier 
and customer ecosystems, the need to manage 
working capital effectively has become a higher priority. 
The survey reveals that while half of treasurers have an 
influence over working capital, only a fifth are ultimately 
responsible. Working capital projects typically engage 
multiple business functions, but treasurers are uniquely 
positioned to provide oversight and ensure a cohesive 
approach to working capital across the business. They 
have the ability to provide oversight and evaluate the 
impact of working capital ‘levers’ such as payment 
and collection terms, and can drive initiatives such 
as supply chain finance that help to optimise working 
capital. The survey suggests that treasurers are taking 
a greater role in this area, with plans to make greater 
use of supply chain or invoice financing, cash flow 
forecasting solutions, accounts receivable automation, 
and digital payment methods in the coming year, as 
well as adjusting payment terms.

Emerging ESG
While treasurers are looking to play a more important 
role in working capital optimisation, another key area 
of focus is how they can influence and contribute to 
the company’s environmental, social and governance 
(ESG) agenda. Treasurers are becoming increasingly 
proactive in green bond issuance, sustainable 
investment instruments and digitisation to reduce 
paper-based processes. There is still progress to 
be made, however, and there is still a relatively high 
proportion – 17% - of treasurers who are not involved 
at all in the company’s ESG agenda. 
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with François Masquelier, Chair, European Association of Corporate Treasurers (EACT)
Steven Lenaerts, Head of Global Channels and Digital Onboarding, BNP Paribas
Aniket Kulkarni, Partner, Treasury & Commodity Management, PwC

TREASURY  
DIGITISATION  
IN A POST- 
PANDEMIC ERA
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The past two years have witnessed dramatic 
changes in the way that treasurers have 
embraced digital technologies to fulfil 
their evolving operational and strategic 
responsibilities, and respond to the greater 
scrutiny around liquidity and risk from 
senior management. In a recent Journeys 
to Treasury roundtable, experts shared their 
views on the changing digital dynamics in 
corporate treasury.

Immediate digital 
priorities
Many treasurers and their teams already worked 
remotely for a proport ion of the t ime before 
Covid-19 struck, as well as frequent business travel 
to meet banks, regional and local treasury centres 
and other parts of the business which required 
access to internal and bank systems. A complete 
shift to remote working, however, was a different 
proposition,

“Treasurers needed to act quickly in response 
to the shift to remote working. Many found it 
difficult to obtain complete and reliable access to 
bank account information, so bank connectivity 
became a priority. This connectivity was also 
essential to secure payments and reduce the 
risks associated with manual processing. 

Complete, accurate and timely cash flow 
forecasting became more important than ever, 
and spreadsheet-based solutions were not 
robust or flexible enough to cope with rapidly 
changing circumstances. Consequently, many 
treasurers have focused on implementing more 
sophisticated cash flow forecasting tools.”

François Masquelier, Chair, European Association 
of Corporate Treasurers (EACT)

Likewise, the need to streamline FX exposure 
management become more important ,  wi th 
treasurers exploring more automated and systematic 
ways to collate and hedge exposures. 

Reflections and lessons on 
digital priorities
Adapting well-established and familiar processes is 
always challenging, particularly when under pressure, 
but treasurers took a pragmatic approach and 
digitised previously manual elements to ensure the 
continuity of the business. 

“The initial disruption caused by Covid-19 
lockdowns stretched business continuity plans to 
the maximum. While most people could access 
some tools from home, many operational teams 
found that they could not fulfil all their regular daily 
tasks, particularly as immediate office shutdowns 
meant their bank security tokens were locked in 
the office. While many companies had digitised 
payments, documentation was typically another 
matter. This has been a longstanding challenge, 
but there was less motivation to address this in 
the past given the differences in legal basis of 
digital signatures across jurisdictions, and the 
involvement of multiple stakeholders.”

Steven Lenaerts, Head of Global Channels and 
Digital Onboarding, BNP Paribas

As the immediate pressures of the pandemic have 
reduced, treasurers have reflected on their experiences 
to help map and accelerate their digital strategies. 
In particular, they are focusing more on digitising 
processes from end-to-end, such as group liquidity 
management, order-to-cash (O2C) and purchase-to-
pay (P2P), in order to make information and transaction 
flows more transparent and robust, and less locality-
dependent. Security has also been a major priority area.

“The need to manage cybersecurity and fraud 
risks, and constraints associated with locally 
installed software also came to the fore during 
early lockdowns, and since then, clients have 
been strengthening their security policies, 
processes and defences, and exploring cloud-
based infrastructure to reduce risk and increase 
flexibility.”

Aniket Kulkarni, Partner, Treasury & Commodity 
Management, PwC
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Many of these priorities, such as cybersecurity, end-
to-end process automation, cash flow forecasting and 
FX management, and in some cases cloud-based 
infrastructure were already treasury priorities; however, 
these priorities have accelerated and become more 
immediate.

“Many treasurers had already started on their digital 
transformation journey, but this has accelerated as 
the business case has become more compelling.”

Steven Lenaerts, BNP Paribas

Furthermore, securing the necessary internal resources 
and attention was often more difficult in treasury compared 
with customer-facing business activities, but this has since 
changed.

“During the early days of the pandemic, Boards and 
senior management had serious concerns about 
liquidity, so the value of centralisation and the ability 
to mobilise cash across the group became more 
apparent. Today, we are seeing companies treating 
cash as a corporate asset to a far greater degree, 
which in turn is affecting company culture and 
metrics.”

Aniket Kulkarni, PwC

Implications of treasury 
digitisation on banks and 
vendors
The rapid shift to digital, and increased impracticality 
of manual processes in a remote and hybrid working 
environment, has made treasurers less tolerant of digital 
gaps in the solutions offered by their banks and vendors. 
Based on their own experiences, however, they recognise 
that it takes time to address these gaps, and an often 
substantial change in approach.

“One of the related challenges for treasurers is that 
banks and regions differ in their digital maturity, 
so harmonisation and consistency are often 
priorities for multi-banked corporates operating 
internationally. Clients recognise that processes may 
need to change radically as a result of digitisation, 
so they are working with banks and vendors to 
prioritise pain points and co-create solutions.”

Steven Lenaerts, BNP Paribas

It is not only demands that originate in treasury that 
impact on the solutions that corporates require from 
their banks and vendors, but more widely across the 
business.

“In an inflationary environment, and with margins 
already tight, treasurers have an important role to 
play in optimising cash and liquidity optimisation. 
They are also instrumental in supporting and 
managing the liquidity, risk and operational impact 
of the company’s shift to more cost-effective 
business models, such as direct-to-consumer.”

Aniket Kulkarni, PwC

Banks also have their own pain points that collaboration 
and co-creation with clients and more broadly across 
the industry can help to overcome.

“Banks’ own regulatory requirements are 
becoming more complex, such as complying 
with know your customer (KYC) and anti-
money laundering (AML) requirements, which 
impacts on client onboarding. At the same time, 
however, by working collaboratively across the 
banking, technology and corporate community, 
there is the potential to standardise, streamline 
and digitise these processes to some degree, 
therefore alleviating the operational burden for 
all stakeholders. Likewise, with the expansion 
of application programming interfaces (APIs) in 
treasury, there is far greater potential than we 
have seen in the past to use standardised tools 
to create bespoke solutions to the company’s 
specific needs, often driven by emerging sales 
models.”

François Masquelier, EACT

Driving a digital culture in 
treasury
The expansion of digital capabilities in treasury, and 
development of new skill sets, is changing the culture 
from being more process-led to digitally-led.

“Before the pandemic, few treasuries truly 
embraced a digital culture. Many companies 
have been using the same treasury management 
system for many years, and have not reviewed 
the way they use it or identified potential digital 

gaps. Today, particularly as treasurers employ 
more digital skills within their teams, the appetite 
for exploring digital solutions and addressing 
these gaps has increased; however, ultimately, a 
digital mindset needs to start from the top, with 
treasurer or CFO sponsorship.”

François Masquelier, EACT

One of the most important outcomes of a digital 
culture is improvements in the way that data is 
created, collated, used, stored and reported. 

“Treasurers were already keen to embrace the 
use of data to drive better decisions, but the 
limitations of existing methodologies became 
clear during the pandemic. For example, the use 
of historic data for cash flow forecasting rapidly 
made these forecasts meaningless at a time of 
such substantial change. Treasurers therefore 
need to take a fresh look at what data they have, 
what they need to drive automated processes 
and better decision-making, and ways to get 
there.”

Steven Lenaerts, BNP Paribas

Many companies are now centralising their data, 
such as through their TMS, ERP or data lake, which 
in some requires an overhaul of their underlying 
IT infrastructure. Once they have done this, they 
can then look at how best to harness this data to 
meet their operational and strategic objectives. 
This can take time, however, so some treasurers 
are implementing interim “fixes” to ensure the 
centralisation, completeness and consistency of data, 
such as using robotic process automation (RPA). 

Digitisation is no longer a specialist activity engaging 
a specific group of experts, but is fast becoming part 
of the corporate treasury mindset and skill set. In 
most cases, this is a relatively recent development. 
As treasury teams evolve and diversify, it will be 
interesting to see how digital priorities and deliverables 
continue to develop, and the impact both in treasury 
and the wider business.
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Embarking on 
transformation
In December 2019, Comcast first embarked on 
a harmonisation and transformation project with 
partner PwC. The aim was rationalise its bank 
relationships and accounts and simplify its cash 
and liquidity management structures. By doing 
so, treasury would be able to centralise cash 
more efficiently and cost-effectively to finance 
group working capital and long term debt. 

The transformation project was based on global 
design principles, which could then be applied 
on a regional basis. During the global design 
work, the value of restructuring its payment 
organisation became clear, a major undertaking 
given the number of payments and collections 
that Comcast processes each day, and the 
number of interfaces across both internal and 
external systems.

Part of Comcast’s banking, cash and liquidity 
transformation included its internal systems and 
connectivity. The group already had a leading 
treasury management system (TMS) in place, 
but its use across the group was inconsistent, 
and treasury was not making full use of its 
functionality. As part of the project, the team 
expanded its system use to in-house banking 
and cash management, and linked to its internal 
ERPs for general ledger integration. Eiseman 
notes,

“One of the distinctive characteristics about this 
project has been the number of work streams, 
including bank and account rationalisation, 
cash optimisation and automated liquidity 
management. We needed to upgrade our 

Comcast: Vision, Pragmatism and 
Collaboration in Treasury Transformation
with Bobbie Eiseman, President of Comcast Capital Corporation

Comcast is the world’s largest media company, 
bringing together some of the world’s most 
exciting entertainment platforms, from Xfinity 
cable and wireless services in the US, Sky 
in the UK, and NBCUniversal’s portfolio of 
news, entertainment, streaming services and 
theme parks. Since 2019, Comcast’s treasury 
has been engaged in a global programme 
to transform its activities and connectivity 
both within the business and beyond. In 
this article, Bobbie Eiseman, President of 
Comcast Capital Corporation, outlines some 
of the project facets, achievements and 
success factors so far.

Comcast’s global reach, scale and scope of 
activities and millions of subscribers creates 
a unique set of challenges for treasury. The 
group has grown through a series of major 
acquisitions, many of which – such as Sky – 
were already market leaders in their respective 
regions. Eiseman comments, 

“Following the acquisition of Sky, our global 
l iqu id i ty  s t ructures  had become qui te 
fragmented.” Comcast had accumulated 82 
bank relationships, over 3,800 bank accounts 
across 537 entities and several separate cash 
pools. 

She continues,

”Our aim was therefore to optimise our global 
liquidity, leveraging our purchasing power 
with global banks, improve automation and 
technology for more efficient processes, and 
establish better control over our cash.”
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internal technology, so we expanded the use 
of our TMS to support in-house banking, and 
implemented a bank-agnostic connectivity 
hub to create a single connection to our banks 
across our business and achieve the daily cash 
visibility we needed.”

Project impact of 
Covid-19
The global design work was completed at around the 
time the Covid-19 pandemic struck. Treasury had to 
first focus on managing the immediate impact of the 
crisis, including radically shifting revenue streams as 
home entertainment expanded while parks revenue 
disappeared. After a few months, however, treasury 
wanted to restart the project to deliver the value 
that transformation promised. Given the constraints 
of remote working and continued uncertainty, 
treasury took a pragmatic approach, focusing first 
on immediate value that could be created through 
rat ional is ing banking and cash management 
structures in EMEA. Eiseman outlines,

“The pandemic changed not just the way we 
worked, but also team capacity as we had to 
take into account the risk that multiple people 
could become ill at the same time. We therefore 
targeted the project on areas in which we could 
have the most impact. 

We first put in place a multi-currency notional 
pool for our 10 largest cash holding entities. This 
took only 12 weeks, but was initially very manual – 
but we soon reaped the benefits and were able to 
concentrate on greater automation and a phased 
approach to wider transformation by region, 
starting with Europe.”

The team embarked on a bank selection process, 
choosing a primary bank per region. As Eiseman 
explains, 

“With PwC’s help, we looked across our global 
banking relationships to see which could best 
provide the breadth and scope of services in 
each geography. This resulted in sub-dividing 
our regions more than we originally expected, 

such as having different providers for UK and 
continental Europe.” 

These banking relationships were complemented 
with an in-house bank, and implemented a 
payments and bank connectivity solution that 
is provided by the same company as the TMS. 
Comcast was keen to centralise liquidity quickly, so 
treasury initially implemented a partially automated 
overlay structure at pace.

The project involved training and onboarding more 
than 200 payments system users and an additional  
100 TMS users. With Sky the UK’s largest issuer of 
direct debits, and market leadership positions across 
its footprint, the team needed to process millions of 
direct debits a month. 

Distinctive project 
characteristics
Comcast’s transformation project has been 
distinguished by the challenging circumstances under 
which the project was undertaken, and the scale of its 
treasury, payments and collections operations, including 
hundreds of system users and millions of transactions 
per month The combination of these factors created 
three distinctive project characteristics: 

KEY FIGURES
First phase of transformation (Europe)

•	 200	new	payment	system	users	onboarded
•	 100+	payment	types	set	up
•	 >75,000	 payments	 p/day	 processed	

through	new	payments	system
•	 >215	statements	published	to	downstream	

systems	per	day
•	 >2,900	 bank	 account	 rules,	 and	 >800	

intercompany	bank	account	rules	defined	
in	TMS	for	reconciliation
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First, Comcast and its partners had to take a highly 
pragmatic approach to project delivery, focusing 
on activities that created the greatest value for the 
business, both operationally and from a liquidity 
optimisation perspective. Eiseman suggests that 
enforced remote working may have had some 
benefits,

“In some ways, it was a little bit more liberating, 
because weren’t waiting for infrequent, in person 
meetings to get things done. Instead, we had 
more regular contact through video conferencing 
which made us more nimble and better informed 
of progress across each workstream.”

Second, given the project scale and number of 
users and transactions affected, it was crucial to 
avoid any interruption to the business and manage 
the risk of failure. To achieve this, project discipline 
was essential, including rigorous testing, robust and 
secure interfaces and an extensive user testing and 
familiarisation programme.

Third, to minimise risk and maximise value, Comcast 
and its partners set – and achieved – ambitious 
project timescales, with the first wave of the banking 
rationalisation and in-house banking project achieved 
within 3-4 months, a remarkable achievement given 
the scale of the project and 100% remote working 
during lockdowns.

Project progress to 
date
Comcast has successfully rationalised its banking 
infrastructure, reducing from 22 banks to 6 banks 
in EMEA, and from 30 banks to 5 in North America. 
In EMEA, while previously, only around 55% of cash 
was incorporated in a liquidity management structure; 
today, around 80% of cash is now centralised, leading 
to a meaningful increase in available liquidity.

In EMEA, the team has replaced 2 SWIFT connections, 
22 electronic banking systems and 10 host-to-host 
banking connections with just 1 SWIFT connection, 
and a total of 6 host-to-host and electronic banking 
systems, with similar improvements expected in 
other regions. This has led to significant operational 
improvements and cost savings, whilst improving 
process resilience and security. Eiseman says, 

“Reducing our host-to-host connections and 
manual uploads provided a unique opportunity 
to improve security and ensure that we met 
consistently high encryption standards. It also 
reduced the number of bank portal users which 
made it easier to control user permissions.”

She continues,

“From a liquidity perspective, we can now 
centralise cash in one location and transfer 
easily between global pool participants. This 
removes the need for extra short term external 
borrowing, and reduces FX spot trades as we 
can fund foreign currency requirements across 
the group. We have also exceeded our original 
expectations in reducing our bank fees by 
leveraging our purchasing power with our global 
banking partners, providing a strong return on 
investment for the project.”

By establishing a well-designed bank and in-house 
banking structure, robust systems and connectivity 
infrastructure, Comcast has a trusted, secure platform 
on which to base both its existing activities and future 
growth. Having first implemented in EMEA, Eiseman 
and her team are now moving onto North America, 
to be followed by Asia Pacific and Latin America. 
Eiseman emphasises the factors that have made the 
project a success.

“The biggest success factor has been the 
collaborative culture that we have at Comcast. 
People have been very motivated to make sure 
the project works for their businesses, customers 
and internal shareholders. For us, this project has 
been trailblazing as it is one of the first projects 
to extend across all of the businesses: Comcast, 
Sky and NBC Universal. That’s exciting, but it 
also requires agility, and the ability to pivot and 
work together to find a solution when you hit 
roadblocks.”

She concludes,

“It’s essential to bring your IT and cyber teams 
into the project as early as possible, and to 
make sure you have the right people who 
can make decisions and resolve problems. 
It is difficult to overestimate the complexity 
of projects of this size, scope and reach 
so it pays to take a conservative approach 
when budgeting time, money or people, and 
managing expectations.”

Case Study: Comcast | Journeys to Treasury 2022-2023
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delivery partners’ accounts in-country. In 
some cases, we leverage our corporate and 
bank relationships to help partners to access 
accounts, negotiate bank fees, manage foreign 
exchange etc.

Treasury priorities
As we look to the year ahead, I would highlight 
four key priorities: supporting our forthcoming 
replenishment conference through effective 
cash and risk management; tackling the growing 
cybersecurity threat; continued digitisation and 
automation of our treasury processes, and 
contributing to the organisation’s sustainability 
agenda.

Replenishment  
conference 2022
Our main focus for the coming months is our 
replenishment conference in September 2022, 
at which we hope to raise £18 billion to fund 
vital health programmes around the world. 
This is particularly important this year given 
the devastating impact that Covid-19 has had 
in the fight against HIV, TB and malaria. Around 
50% of donations we receive are in non-USD 
currencies. In 2013, we embarked on a treasury 
transformation programme, which included 
restructuring our risk hedging programme. 
We now hedge within a three year FX hedging 
framework so that we can guarantee funding 
levels to the projects we finance. This approach 
has successfully enabled us to manage our 
FX and economic risk during the past two 
replenishment cycles.

Global Fund: Optimising  
Treasury to Save Lives
Tobias Thiessen, Treasurer, The Global Fund

Since its creation in 2002, the Global Fund 
has disbursed more than US$50 billion in 
the fight against HIV, TB and malaria and 
for programmes to strengthen healthcare 
systems across more than 155 countries, 
including regional grants, as of June 2021. 
As a result, it is one of the largest funders 
of global health.  Health programmes 
supported by the Global Fund partnership 
had saved 44 million lives as of the end of 
2020. 

Treasury plays a major role in the Global Fund’s 
ability to invest in programmes that tackle 
health crises that devastate communities. It 
does this through efficient and cost-effective 
processes, effective cash and risk management 
to ensure reliable and predictable funding to 
programmes around the world, and contributing 
to sustainability goals that are aligned with the 
Global Fund’s government, corporate, community 
and individual stakeholders. In this article, Tobias 
Thiessen, Treasurer at the Global Fund describes 
his team’s priorities in the year ahead.

Treasury organisation
We have a centralised global treasury function 
based in Geneva, Switzerland, which comprises 
accounts payable, control, cash management, 
f ront  off ice ( for  hedging)  and corporate 
insurance. We also manage the Global Fund’s 
pension fund. 

A l though the  programmes we fund are 
global, most of our bank accounts are held 
in Switzerland, and we transfer funds to our 
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Tackling cybersecurity
We continue to prioritise cybersecurity. Treasury is 
particularly vulnerable to cyber risk, given the large 
amounts we manage, so it is surprising that there 
are still some treasurers who do not play an active 
role in this area. We work closely with our chief 
information security officer (CISO) and IT security 
team to understand and manage the evolving risks, 
which includes working with key suppliers to align 
our standards. We regularly review our processes 
and systems infrastructure for potential security 
vulnerabilities, have rigorously applied multi-factor 
authentication, and achieved ISO27001 certification. 
However, given that the nature and scale of the 
cybersecurity threat continues to evolve, we 
remain vigilant in anticipating, understanding and 
implementing precautions.

Digitisation and automation
Third, we are keen to maximise the amount of 
money we can dedicate to tackling global health 
crises around the world, so process automation, 
efficiency and productivity are vital. We have a 
highly integrated treasury technology environment, 
connecting our treasury management system (TMS), 
enterprise resource planning (ERP) platform, FX 
hedging solution, confirmation matching tool and 
SWIFT-based bank connectivity. However, as new 
fintech solutions emerge, we continue to review and 
identify opportunities to automate our operations 
further, such as using optical character recognition 
(OCR) for invoice scanning and robotic process 
automation (RPA) for rich data exchange.

Sustainability
Given the global reach of the programmes and 
the vulnerability of the communities we support 
to the environmental and social challenges of our 
generation, sustainability is a major priority for the 
Global Fund. We work closely with the World Bank 
as our asset manager, which itself has a strong 
sustainability mandate, to identify opportunities to 
integrate environmental, social and governance 
(ESG) considerations into our investment process. 
We recently changed our benchmark index for our 

global equities portfolio to an index which is more 
closely aligned with our ESG priorities but with the 
same risk profile as our previous index. ESG-linked 
investment is an area of continuing focus given the 
rapid development of ESG products that is taking 
place. Furthermore, we are looking at opportunities 
such as carbon trading to neutralise our carbon 
footprint.

Preparing for future 
challenges
The coming year will inevitably be one of market 
volatility and geopolitical and economic turbulence, 
with rising inflation and interest rates. Managing the 
impact of world events will increase the pressure on 
our treasury team, but we have developed effective 
policies, processes and systems, and a resilient 
team with strong skill sets across the different areas 
for which we are responsible, including digital. By 
mitigating the impact of volatility on our portfolio, 
we put the Global Fund in a better position to save 
lives and put an end to the healthcare crises that 
devastate communities.
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Approaching sustainability 
in treasury
We recognise that to achieve our sustainability 
goals,  we need to look beyond our own 
organisation and across our supply chain, and 
influence behaviours and priorities. To do this, 
we have implemented a sustainable supply 
chain financing programme as a useful step 
in incentivising our suppliers to improve their 
sustainability scores whilst also benefitting from 
improved liquidity. We have also been proactive 
in refining our governance structures and data 
to support more rigorous reporting requirements 
to give our internal and external stakeholders 
greater confidence in both our financial and ESG 
performance. Some examples of the initiatives 
we have undertaken include the following:

Carbon pricing
We have adopted a range of different strategies 
to achieve our financial and ESG objectives in 
a balanced way. For example, internal carbon 
pricing (ICP) is a voluntary tool that we have 
introduced globally. The idea is to place a 
monetary value on greenhouse gas emissions, 
which we then factor into our investment 
decisions and business operations. ICP takes 
different forms at Bridgestone, and we have 
introduced a shadow price system, such 
that the value of ICP reflects the cost of CO2 

allowances in the EU emissions trading scheme 
(ETS) market. By doing so, we have created a 
level playing field between installations or plans 
which legally are in scope of the EU ETS (and 
as such, reflect real annual costs of emissions 
resulting from the manufacturing process) and 

Bridgestone: Driving a  
Pioneering ESG Agenda 
Julle Pedersen, Director, Treasury, and Piero-Luigi Fratini, ESG Finance & 
Reporting Manager, Europe, Middle East, India, Africa (EMIA) Bridgestone

Many treasurers are pursuing a proactive 
ESG or environmental, social and governance 
(ESG) agenda, but Bridgestone has been a 
pioneer, both in placing ESG objectives at 
the heart of its business strategy, and taking 
a structured, data driven approach to the 
sustainability agenda in Treasury.

Embarking on an ESG 
strategy
ESG has been at the heart of our company culture 
from the start, with a guiding principle that a 
business that contributes positively to its society 
will be profitable. In recent years, this principle 
has informed our ESG strategies and priorities. As 
a treasury and finance function, and more widely 
across the business, we are always looking at how 
we can accelerate and enable the journey towards 
a more sustainable society.

These aims are not simply broad ambitions, 
but measurable objectives reflected in key 
performance indicators (KPIs), such as carbon 
emissions, use of sustainable materials and the 
environmental impact of our tyres. Our goal is 
to achieve carbon neutrality and 100% use of 
sustainable materials by 2050. In the meantime, 
we have milestone 2030 targets for a 50% 
reduction in carbon emissions compared with 
2011, and the use of at least 40% sustainable 
material to manufacture our tyres. 

Our ability to meet these aims requires lot of 
investment, a great deal of R&D work, significant 
financing activity and the need for transparent 
reporting.
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those which are not, whether for technical reasons 
or because they are located in other countries or 
jurisdictions.

The adoption of ICP requires positive or negative 
CO2 impact to be calculated for most projects, 
converted into real cost and included alongside 
the tradit ional f inancial indicators to create a 
consol idated net present value or return on 
investment. This represents a complete change in 
investment decision-making paradigms. We’re now 
looking at how to further increase the impact of 
ICP using different models. Our “ICP 2.0” might be 
based, for instance, on the principle of ring fencing 
the amounts associated with our carbon footprint at 
the budgetary level, and through that budget, create 
a dedicated revenue line or investment stream to 
fund the company’s emission reduction efforts.

Sustainable supply chain 
financing
Bridgestone was the f irst corporation to l ink 
third party sustainability ratings into supply chain 
financing. This has been a very good example of co 
creation given that sustainability cannot be delivered 
on a standalone basis by a single company. As 
well as our banks, we have worked closely with a 
fintech platform provider and sustainability rating 
agencies to measure and monitor suppl iers’ 
sustainability performance of the supplier. It is not 
just about linking sustainability metrics to financing 
incentives, but increasing the transparency over the 
sustainability impact allowing us to work together on 
solving challenges.

Embedding ESG metrics into 
new projects
Public subsidies and national resources are increasingly 
directed to best-in-class projects that make a 
demonstrable contribution to sustainability and/ or have 
a positive social impact. In addition, newer financing 
products, such as green loans or bonds, require a 
different approach to project financing, which must 
be now based on the use of proceeds principle. To 
maximise access to external financing and access the 
capital markets efficiently, we need to think differently 
about how capital is allocated, and how we measure 

project performance. This includes identification of top 
performing projects, tracking their impact within the 
time, and producing reporting to public sector bodies, 
lenders and investors. To support this requirement, we 
have worked our manufacturing colleagues to introduce 
a set of sustainability KPIs that mirror those required 
by key regulators and stakeholders right from the point 
of project identification through approval. The data 
provided by these KPIs is then central to building up 
our sustainability scorecard that provides transparency 
over the use of capital.

Looking ahead
ESG and sustainability metrics, and the financing linked 
to these metrics, is still a new area, and as yet, there 
is still a lack of consistency across markets, industries 
and regulators. Having a common frame of reference 
is essential for global companies, not only to secure 
financing and produce reporting efficiently, but to 
measure and monitor impact in a way that is universally 
recognised. Without this, ESG reporting will become 
more of a compliance issue rather than fulfilling its 
purpose, which is to help deliver positive change. 

The only way to address this challenge – and to 
deliver genuine impact – is through partnership and 
collaboration, and coordination across different 
stakeholders. This cooperation also generates new 
ideas and best practices, such as how to source 
and use sustainable materials most effectively, how 
to recycle and reduce waste, and how to leverage 
renewable energy opportunities. Some of these ideas 
will arise within industries, but in other cases across 
different industries, which is an exciting prospect. 

Treasurers’ role in the ESG 
agenda
Based on our exper iences at  Br idgestone, 
and looking more widely across the industry, 
treasurers are very well positioned to contribute 
to the company’s ESG agenda. They have a good 
understanding of what financial market participants 
want, so they can make sure that the company’s 
financing strategy is aligned with this. There is also 
an important personal motivation. Having worked on 
this for three years or so, the personal satisfaction 
in having a measurable impact on our environment 
and our society is enormous.
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“Treasurers need to be aware of the impact that 
the new requirements for banks required under 
Basel IV will have on the activities they conduct 
with their banks. For example, revised rules 
around credit risk exposure measurement will 
impact project financing activities, with banks 
dealing with revised capital charge and the way 
that credit risk mitigants are recognised under 
the new framework.”

Guillaume Magdelyns, PwC

One of the differences in this respect is the 
requirements for a large, multinational bank versus 
a local bank. The former would be better placed 
to adopt the internal model approach, and capture 
the risk related to transaction, compared with a 
local bank that uses the standardised model. This 
could lead to a significantly different capital charge 
and as a result, different pricing. Impact studies 
indicates a difference of up to 400% when applying 
the standardised approach or internal model, which 
has a significant impact on cost of capital. 

For derivatives, the capital formula is also brand 
new, known as the Fundamental Review of the 
Trading Book2 formulas. Under these rules, given 
that banks can effectively recognise diversification 
and hedging benefit for vanilla transactions such as 
interest rate swaps or FX exposure hedges, these 
transactions will remain competitive in terms of 
capital charge. 

Since the first Basel Accord was published by 
the Basel Committee on Banking Supervision1 
(BIS) in 1988 (Basel I) to provide a framework 
for banking supervision and financial 
resilience of the sector, the Committee has 
continued to update the framework, currently 
through proposals known as Basel IV.

The Basel framework is an international standard 
set t ing ent i ty  fo r  prudent ia l  regu la t ion for 
banks. As such, it applies to all banks across all 
international jurisdictions and not directly to non-
bank corporations. However, the way that banks are 
regulated ultimately affects their clients, including 
capital requirements that impact the way banks 
identify and measure risk. Consequently, corporate 
treasurers need to understand the changes that 
may be required under Basel IV requirements, and 
discuss with their banks what the effect on their 
relationship is likely to be.

Basel IV in the 
European Union 
While Basel IV applies to banks globally, regulations 
need to be implemented locally, which will take place 
at different times and in slightly different ways. As a 
result of these differences, it is possible that banking 
operations in some regions could become more or 
less competitive than in others. For example, the 
European Commission (EC) is implementing the 
rules in one way across the European Union (EU), 
but in the United States, banks have a little more 
flexibility in the way the rules are interpreted. This 
could create differences for clients in terms of the 
services, and costs of services that apply.

EVALUATING  
THE IMPACT OF 
BASEL IV

1 Bank for International Settlements.  
https://www.bis.org/bcbs/index.htm?m=2625

2 https://www.bis.org/publ/bcbs265.pdf
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In addition, corporate treasurers need to be engaging 
with their banks,

“Firstly, I would advise treasurers to open the 
conversation with their banks to understand the 
potential impact of Basel IV on their business. 
Where companies work with multiple banks, it is 
worth opening up conversations with each one, 
as banks may be more or less advanced in their 
understanding of the Basel IV changes and their 
implications. Companies may then benefit from 
first mover advantage.

“Second, depending on the scale of impact, 
treasurers should be rethinking the way they 
finance their activities and hedge their risks to 
consider whether there could be more efficient 
ways to do so that does not incur the additional 
cost of capital of banks that will ultimately be 
recharged via the pricing of the transaction.”

Guillaume Magdelyns, PwC

Current status of 
Basel IV in the EU
The legislative definition and implementation, such 
as by the EC, is inevitably long and complex, but 
time spent on this process is valuable in ensuring 
that the consequences of new legislation are well-
understood, and compromises found as required. 
There have been some amendments proposed so 
far by the European Parliament and Council, which 
include trade finance. However, there are still a 
significant number of steps to go through, which 
means that the final text is likely to be concluded 
only during the second half  of 2023. In the 
meantime, it is important that banks and corporates 
continue to explore, engage, discuss and advocate 
to ensure that companies can continue to support 
the needs of their business through cost-effective 
financing and risk hedging.

“However,  more complex transactions, 
i n c l u d i n g  f o r  e x a m p l e ,  c o m m o d i t i e s 
derivatives, would be subject to a more 
rigorous set of rules. As a result, we are 
already seeing some banks move away from 
proposing these types of solutions, leaving 
only the largest institutions opting for the 
internal modelling approach that is sufficiently 
efficient to manage more complex exposures 
in a competitive manner. There is also some 
uncertainty in the way the derivatives, and the 
embedded counterparty credit risk, will be 
implemented in European Union legislation. 
Currently, legislation in the EU allows for an 
exemption on the capital charge for corporate 
exposure on derivatives, but this is a potential 
game changer to monitor in the future.”

Guillaume Magdelyns, PwC

Impact of Basel IV 
on trade finance
Trade finance is likely to be an area impacted by 
Basel IV, which will be a particular priority for many 
corporate treasurers. 

“Another key implication of Basel IV is the 
credit conversion factor (CCF) for guarantees. 
For a trade-related guarantee, for example, 
a CCF of 20% is currently used, whereas the 
new proposal is to move to 50%, resulting 
in a 150% price increase if the impact of 
the CCF is fully reflected. Related to this is 
that with a CCF of 50%, banks will be more 
inclined to allocate credit lines to sectors with 
a lower risk weighting, which could result in 
some companies experiencing lower credit 
availability.

“The second impact relates to maturity. In 
the past, there has been an exception for 
trade finance, so that we applied the effective 
maturity given the short-term nature of the 
business. Under the EC’s proposal, a fixed 
maturity of 2.5 years would be applied. While 
this can make sense for some types of activity, 
it is far more difficult to justify for a 60 days 
letter of credit. As a result, we are asking for 
clarification from the regulators on this.”

Bruno François, BNP Paribas

Corporate 
engagement on 
Basel IV
In previous iterations of the Basel framework, there 
has been an exemption on trade finance for the 50% 
CCF in the European Union, so banks and corporates 
have been taken by surprise at the removal of this 
exemption. 

“We would urge treasurers to engage with bodies 
such as the International Chamber of Commerce 
(ICC) to advocate for corporate interests in the 
definition of the Basel IV framework. The ICC has 
organised an advocacy Working Group chaired 
by BNP Paribas and Santander and comprising 
several other banks, which is keen to engage with 
corporate treasurers and defend the interests 
of the trade finance industry with EU legislative 
bodies.”

Bruno François, BNP Paribas
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gaps in accommodating the scale and complexity 
of JTI’s FX hedging requirements. However, there 
has since been significant investment in the 
solution, so the level of coverage is now far greater. 
JTI issued a request for proposal (RFP) to evaluate 
potential providers; however, the disadvantage of 
these solutions was the lack of integration with the 
overall SAP treasury infrastructure. Consequently, 
and as a reflection of the improvements in 
functionality in which the company had invested, 
JTI’s treasury made the decision to extend its use 
of SAP to manage hedge accounting.

JTI operates in 130 countries globally, resulting in 
exposures across both G20 and emerging market 
currencies across a variety of different types of 
flow. Treasury manages $10bn of transactional 
FX exposures over a 12-month period, and 
$100bn each year in FX deals for hedging and 
liquidity purposes. In the past, JTI has not, or very 
marginally, applied hedge accounting treatment, 
with exposures revalued on a mark-to-market basis 
in the company’s profit and loss account. This had 
the drawback that the company reported volatility 
in its profits and was unable to reflect the impact of 
FX derivatives on EBITDA and operating cash flow.

Like many other treasurers, JTI reconsidered this 
decision. As Aniket Kulkarni, PwC comments, 

“The decision to apply hedge accounting 
treatment under IFRS 9 is becoming a more 
strategic priority for corporate treasurers given 
the level of FX and commodity volatility.”

Jean-Baptiste Disdet continues,

“The primary reason we chose not to apply hedge 
accounting treatment was that the accounting 
standard, IFRS 9, is complex to administer. Of all 
the project challenges (figure 1), the accounting 
complexity is the most important one as it 

JTI: Implementing IFRS 9 Hedge Accounting 
with Jean-Baptiste Disdet, Treasury Technology Director, JTI, and  
Aniket Kulkarni, Partner, Treasury & Commodity Management, PwC

JTI recently made the strategic decision to 
implement hedge accounting treatment under 
accounting standard IFRS 9 for its cash flow 
hedging. This article explains the rationale 
behind the project, its outcomes and lessons 
for other treasury teams considering a similar 
project. 

Introduction to 
Treasury at JTI
JTI has a specialist treasury function comprising 
115  p ro fess iona l s  ac ross  s i x  reg ions . 
Group treasury is headquartered in Geneva, 
Switzerland, with additional trading centres 
located in Netherlands and Japan. As part of 
its recent transformation, treasury created 
a dedicated technology team to optimise 
digitisation opportunities in the short term, and 
deliver on a longer term strategy to position JTI 
at the forefront of the treasury profession and 
meet the ongoing needs of the business. 

Initiating the IFRS 9 
Hedge Accounting 
Project
One of the first priorities for this team has been to 
implement a cash flow hedge accounting solution 
in co-operation with PwC to help treasury better 
manage the group’s FX exposure.  JTI operates 
on a single instance of SAP, so the group policy is 
to evaluate SAP’s solutions first when considering 
the need for new functionality. When SAP was 
considered initially, there were some functional 
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requires significant documentation, specific 
valuation calculations and postings. Before 
deciding whether to apply IFRS 9, we wanted the 
assurance that we could model the impact on our 
P&L to be aware of the consequences. Second, 
we needed the ability to apply and manage hedge 
accounting treatment in a correct and consistent 
way without adding to our operational burden.”

Extending treasury’s use of SAP gave JTI the 
assurance they  could implement an integrated 
hedge account ing  so lu t ion  tha t  met  the i r 
requirements.

Project delivery and 
outcomes
The project has taken two years to deliver, the first 
of which involved the requirements definition, and 
the second which included implementation and 
testing. Each of these three major steps: definition, 
implementation and testing, was complex and time-
consuming given the number of scenarios involved. 
Aniket Kulkarni, PwC stresses,

“A project of this complexity requires detailed 
planning and a clear focus on the needs of the 
business, with the solution accommodating 
the needs of both treasury and accounting. 
The simpler and more standardised these 
principles and processes are, the more likely 
that a successful outcome will be achieved. It is 
important not to cut short this part of the project, 
as it is far more difficult to revisit policies and 
principles once the implementation is in progress 
or a solution is in operation.”

The investment in JTI’s project has proved entirely 
worthwhile. As Jean-Baptiste Disdet, JTI outlines, 
the project has successfully delivered on its intended 
outcomes,

“Our hedge accounting solution in SAP can handle 
our entire range of cash flow hedging activities 
in a highly efficient way. By implementing a fully 
integrated solution, as opposed to implementing 
a third-party system, we have end-to-end, 
embedded workflows and controls. We now use a 
single screen to visualise exposures and hedging 
requirements which are then sent automatically to 
trading platforms using SAP’s integrated trading 
interface (figure 2).”

FIGURE 1. HEDGE ACCOUNTING COMPLEXITY
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Every 15 days, we reviewed project progress 
and celebrated successes, which gave all 
stakeholders transparency over the project 
status and confidence in the outcomes.”

Aniket Kulkarni concludes,

“JTI treasury’s business partnering approach 
and stakeholder engagement provides a model 
for other companies embarking on complex, 
multi-disciplinary projects, with a motivated 
team and pragmatic, well-informed steering 
group. The treasury team is distinguished by 
its combination of both strong technical and 
functional knowledge, which is a very helpful 
dynamic in the implementation of a complex set 
of business requirements.”

Next steps
Having successfully implemented cash flow hedge 
accounting in SAP, the next step is to expand the 
scope to include JTI’s remaining hedging processes, 
namely order hedging of Net Investments and 
Balance Sheet hedging. The system will then provide 
a single repository for all FX risk management, and a 
global view of exposures. 

Success factors
Jean-Baptiste Disdet, JTI reflects,

“The project has represented an effective 
way of working between JTI and SAP with a 
highly collaborative and creative approach. 

Overcoming 
challenges
A project of this scale and complexity inevitably 
brought a variety of challenges; however, with an 
integrated treasury and IT team within JTI, significant 
senior management support, and the expertise 
of both PwC and SAP, these have been overcome 
successfully. Jean-Baptiste Disdet, JTI explains,

IFRS complexity. “We wanted to define our hedge 
accounting treatment as closely as possible with 
the IFRS 9 standard whilst remaining pragmatic 
in the way that we accommodated our operating 
model and hedging strategy.”

S t a k e h o l d e r  m a n a g e m e n t .  “ D i f f e re n t 
stakeholders may have different requirements 

and priorities, such as between treasury, 
accounting and our internal and external 
auditors. We therefore needed to understand 
and align these principles and priorities as 
far as possible when creating our operating 
model. This was one of the major reasons why 
the definition of requirements took a year to 
complete”

Cross-functional co-ordination. “Although we 
already used a single instance of SAP across 
the business, we still needed to engage the 
right team for the project, including IT, front 
office, back office, accounting, SAP and PwC 
partners. The quality and commitment of the 
combined team was a major factor in the 
success of the project (figure 3).”

FIGURE 2. EXPOSURE MANAGEMENT AND 
HEDGE ACCOUNTING THROUGH SAP S4HANA

FIGURE 3. PROJECT SUCCESS FACTORS
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formats is also a driver, inspired by initiatives 
such as SWIFT’s ISO 20022 migration plan.”

In many cases, companies are seeking to leverage 
these initiatives not simply to enhance existing 
processes, but to create entirely new opportunities, 
as Koen De Smet, PwC explains,

“With the growing use of APIs and data 
analytic tools, often built on top of data 
lakes, treasurers and their colleagues across 
the business increasingly expect real-time 
reporting and instant access to data rather than 
the end of day or batch processing of the past. 
On top of this, visualisation tools and artificial 
intelligence can help treasurers develop new 
insights into payment and liquidity dynamics. 
The rise – and proliferation – of digital payment 
methods is also creating new business models, 
such as payments as a service, which allow 
companies to create competitive advantage 
by supporting new payment methods that are 
preferred by their customers quickly, without 
the need to set up specific infrastructure to do 
so.”

Technology vendors are embracing their clients’ 
payment needs by supporting format standards and 
delivering new functional and connectivity 

Over the past few years, particularly since 
the start of the pandemic, we have seen a 
significant rise in the adoption of digital 
payment and collection methods, particularly 
to support eCommerce. For companies in 
countries that have traditionally relied heavily 
on cash or manual payment methods, such 
as cheques, this has resulted in significant 
changes to processes, and cash and liquidity 
management dynamics. 

Treasurers’ payment priorit ies extend beyond 
supporting digital payment methods, however. 
Instead, they are looking across their ent ire 
payment landscapes and their end-to-end payment 
processes. Christian Mnich, SAP comments,

“This re-evaluation is driven by both risk and 
opportunity. Firstly, treasurers are keen to 
ensure that their payments operations and 
processes are secure and resilient. Secondly, 
they want to leverage opportunities such as 
centralisation of payments and collections, 
the use of APIs and open banking and cloud 
computing to enhance efficiency, automation 
and access ib i l i t y  o f  t ransact ions  and 
information flows. The ability to standardise 

TACKLING 
PAYMENT 
PRIORITIES AND 
INNOVATIONS IN 
TREASURY
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time, they also present the opportunity for real-time 
reconciliations and fraud identification. Likewise, the

Taking a wider view
Given the global dimension, variety of facets of an 
efficient and automated payments infrastructure, 
and need to anticipate evolving future requirements, 
it is often better for treasurers to consider a 
payments modernisation project on a holistic basis, 
rather than tackling individual elements, such as 
standards, support for digital collections, security 
etc. in isolation. 

This is particularly important given the growing role in 
facilitating the digital economy. Treasurers are taking 
on a greater role in working with procurement and 
sales teams to drive real-time, efficient processes 
that create an excellent customer experience and 
support resilient supply chains. Christian Mnich, 
SAP suggests,

“Many treasury organisations have traditionally 
focused on high value payments; today, they 
are now responsible for, or a key influencer 
in the entire accounts payable and accounts 
receivable process, working with shared 
service centres to create seamless end-to-end 
connectivity. 

One consideration is that as companies centralise 
their payments, collections and connectivity, 

innovations. However, as Koen De Smet, PWC 
outlines, 

“It is not only what vendors are providing that 
is significant, but how. Although still a major 
undertaking, cloud-based and software-
as-a-service, pre-configured databases 
and implementation tools are making it 
quicker and easier to adopt new payments 
technology.”

Furthermore, it is not only new issues that are 
driving treasurers’ payment priorities, but familiar 
ones too, particularly the need for security and 
resil ience. Treasurers are focused on tackling 
fraud risk and cybersecurity risk, and putting in 
place tools to ensure payments integrity, such as 
systems monitoring, avoiding duplicate payments, 
payments outside normal payment patterns, 
changes to settlement instructions etc. 

Beyond the 
innovation story
At a time when new payment methods – and 
opportunities surrounding them – proliferate, 
treasurers should also not be intimidated by the 
plethora of opportunities emerging: just because 
a new solution or process is regularly discussed 
by the media, banks or vendors does not mean it 
is in widespread use, or should be an immediate 

priority. For example, APIs are widely discussed in 
the specialist media; however, as Koen De Smet, 
PwC says,

“The shift towards APIs rather than the 
traditional pull-push method is important but 
these are still the domain of early adopters 
rather than mainstream use. This is likely to 
change as the number of use cases and proven 
case studies increase. For example, use of APIs 
can be useful to exchange real-time information 
on header accounts, which may not be so 
important for operational accounts. Likewise, 
only some payments need to be real-time.”

Christian Mnich, SAP agrees,

“In most cases, clients continue to use file-
based formats, but some also implementing 
APIs for certain activities (such as the collection 
of statements and balances); as a vendor, we 
therefore need to support an increasingly broad 
range of functionality to support both new and 
existing needs. This is a significant undertaking 
given that our global clients are not looking for 
a solution in one country and for one bank, but 
across their entire footprint, often including the 
requirement for local language support.”

New technologies, such as APIs, also br ing 
pros and cons. For example, APIs and real-time 
payments can bring additional security and fraud 
challenges due to their real-time nature; at the same 
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define the future state – including taking into 
account opportunities created through bank 
and fintech innovation, and emerging payment 
methods and customer behaviours - but also 
review the broader banking strategy. This element 
is often missing from companies’ payment 
projects. It is important to consider whether bank 
relationships could be rationalised, which makes 
it easier to harmonise and streamline payments 
processes. Not only are payments (as well as cash 
and liquidity management) simpler with fewer 
banks and accounts, but there are also potential 
benefits in terms of account and transaction fees. 
Finally, you need to articulate all of these elements 
in a business case that clearly outlines both the 
qualitative and quantitative benefits”

Christian Mnich, SAP concludes,

“It’s often worth framing a payments modernisation 
project around three main goals, e.g.

i)  Automating existing manual processes and 
non-digitised services;

ii)  Resolving current workarounds and exceptions 
that disrupt efficient processes and create 
operational or financial risks;

iii)  Increasing the level of visibility and 
control over cash and liquidity, which 
includes harmonising and simplifying bank 
relationships, systems and integration.

In a large, complex organisation, there will be 
multiple stakeholders with their own demands 
and priorities, and it can be difficult to align these. 
If a process already works, and isn’t broken, such 
as a payroll process, then it shouldn’t be the 
immediate focus of the project. Buy-in from the 
CFO is essential in ensuring that all stakeholders 
have a common project vision and priorities.”

particularly those that have, or are moving towards a 
direct-to-consumer model, the volume of flows can 
be extremely high. As a result, the payments and 
connectivity solutions, or data repositories that may 
have been appropriate to a smaller number of flows 
may not have the capacity to manage the increased 
volumes of users or flows. Consequently, payment 
modernisation projects need to focus on both the 
current and prospective needs of the business. 

Payment modernisation projects also need to 
be nimble and adaptable, and be realistic. For 
example, there are some payment types, such 
as tax payments in some countries, where new 

processes may need to be adapted, or alternative 
processes established, particularly when managing 
payment exceptions in multiple countries.

Payment 
modernisation advice
Koen De Smet, PwC says,

“The first step (figure 1) is to clearly lay out your 
current environment – which is not always easy 
- and identify the pain points. Then you need to 

FIGURE 1. PAYMENT MODERNISATION 
PROJECTS

Develop a 
comprehensive
business case

Tactical negotiation
Or + ImplementSelect 
new banking partners

Implement
preferred 
payment solution

>> 2-3 months <<

>> 4-6 months <<

>> 6-12+ months <<

...and realise the benefits of running a banking and a payment system project in parallel

Identify improvement 
needs based on current 
landscape

Define future state 
payment and banking 
strategy
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standalone undertaking, however. We talked to 
other companies who had embarked on a similar 
project, and engaged PwC with whom we have 
had a long-standing relationship. As a result of 
these conversations, we expanded our project 
in three key ways:

Firstly, we needed to look beyond our payments 
infrastructure to our treasury management 
system (TMS). We were only using our existing 
TMS for deal capture, and the system did not 
support our wider payments and in-house 
banking requirements. We therefore expanded 
our project to evaluate and implement a new 
TMS that would enable us to digitise our entire 
range of payments, cash and risk management 
requirements.

Secondly, our problem was not only the number 
of banking systems in place, but also the number 
of banks. Therefore we decided to rationalise 
and harmonise our bank and account structure: 
effectively an entire redesign of our systems, 
processes and relationships. We tendered for 
partner banks on a regional basis, and gradually 
closed the accounts with banks.

Thirdly, an important priority for us is sanctions 
screening. The payments and bank connectivity 
system we selected did not offer extensive 
sanctions screening capabil it ies, as most 
corporations rely on their banks for this activity. 
We therefore selected and implemented an 
additional solution, typically used by banks. We 
have now implemented a segregation of duties 
such that treasury releases payment files, which 
are then screened by our compliance team. 

DEME: A Transformational  
Approach to Banking, Technology and 
Sanctions Screening 
Geert Wouters, Head of Structured Finance and Treasury, DEME

DEME is a world leader in the highly 
special ised f ie lds of  dredging,  land 
reclamation, marine infrastructure, offshore 
energy and environmental remediaation. With 
more than 145 years of experience and about 
5,000 highly skilled professionals, the Group 
has built up a vast bank of knowledge and 
expertise, and provides tailor-made solutions, 
innovation and new technologies to support 
customers’ projects safely, efficiently and 
cost-effectively. In 2017, Geert Wouters took 
on responsibility for Treasury, and has since 
embarked on a multi-faceted transformation 
project, as he describes in this article. This 
includes screening of payments against 
international sanctions lists, an activity more 
commonly managed by banks. 

I took over responsibility for treasury in early 
2017 and quickly realised that we were using too 
many banks, accounts and systems around the 
world. This made it difficult to gain visibility  and 
control over cash and liquidity, but managing 
payments through 40 systems was a lso 
cumbersome and inefficient. Users had to carry 
multiple tokens and adopt different processes, 
and the variety of ways in which each system 
was managed resulted in potential security 
flaws. 

Our initial objective was therefore to streamline 
our bank connectivity and implement a single 
platform through which we could communicate 
with our banks to send payment instructions. 
Implementing a new payments platform is not a 
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Successes to date
We’re now close to the end of the project, and 
have seen an enormous change in our treasury 
department. Our TMS has been live since late 
2019, which provides comprehensive functionality 
and reporting capabil it ies, and the f lexibi l i ty 
we need to manage the changing needs of our 
business.

We have reduced our banking panel from around 
50 to 8, and rationalised our bank accounts by 
around 40%, with further reduction in progress. 
We also have better control over our outgoing 
payments, with full sanctions screening before 
release to the bank.

We have rol led out our payments and bank 
connectivity system across our business, replacing 
existing electronic banking systems and security 
tokens with a single process and security protocol. 
We now receive statements on all our accounts 
every day via SWIFT, so we now have a central 
view of cash and liquidity that we could not have 
achieved before. 

Looking ahead
Now that we have our banking and systems 
infrastructure in place, we continue to review and 
refine our processes, reporting and decision-
making. We’re also working with our joint venture 
companies with a view to rolling out our payments 
and connectivity platform.

Our banking redesign has been a success, but 
it is important that we do not end up with the 
proliferation of accounts and fragmentation of 
cash that we experienced before. We are therefore 
working with colleagues across the business to set 
up internal controls so that any new accounts are 
set up and managed centrally.

Our sanctions screening process is working 
well, but we recognise that payments screening 
needs to be the final step in our efforts to comply 
with international regulations. Therefore, we are 

working with our compliance department and our 
procurement team on implementing tools and 
processes to check suppliers more rigorously 
when first onboarded. This means that ultimately, 
screening of the payment (which typically takes 
place after the supplier has undertaken work for 
us) will be more of a final check rather than a first 
defence against international crime.



Noëlle Belmimoun, Senior Legal Counsel, President of the Compliance 
commission, French Treasurers Association (AFTE)
Kevin Braeckman, Senior Manager, Treasury Advisory, PwC
Stéphanie Niemi, Head of Digital Onboarding, BNP Paribas

Tackling payment priorities and innovations in treasury | Journeys to Treasury 2022-2023

4
“Second, there is a lack of transparency over 
the timescales for recertification of KYC 
requirements, which makes it difficult to 
organise resources.”

Stéphanie Niemi, BNP Paribas adds,

“Third, I would note the challenges associated 
with paper-based, inefficient processes.”

Kevin Braeckman, PwC suggests,

“Fourth, it is not only that banks that differ in 
their KYC approach, but individual branches 
of the same bank are not always sharing 
information or al igning processes. This 
removes one of the potential benefits of 
working with a single bank across countries.”

Compliance is essential to a well-functioning, 
trusted international finance system, but it adds 
no commercial value to either bank or corporate; 
consequently, it makes sense to try and digitise the 
process as far as possible to alleviate the resourcing 
burden whilst also building trust and transparency. 
Noëlle Belmimoun, AFTE confirms,

“Businesses need a digital solution to support 
their KYC and compliance obligations that 
enables them to view their documentation 

Compliance with know your customer 
(KYC) and documentation requirements is a 
resource-intensive activity for corporations 
and their banks, particularly multinational 
corporations that need to comply with 
different requirements across banks and 
locations. In this feature, expert panellists 
discuss the current challenges and some of 
the initiatives that are underway to address 
them.

The KYC Challenge
Noëlle Belmimoun, AFTE explains the pain points 
experienced by many corporations:

“First, there is a lack of harmonisation between 
the requests made by each bank, and a lack 
of collaboration between banks to align these 
requests.”

This means that corporations need to respond to 
multiple, slightly different requests for information, at 
different times, adding significantly to the resources 
required. She continues,

A DIGITAL 
SOLUTION 
TO THE KYC 
CHALLENGE?
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complexity of these processes, and differences 
between banks, has led to limited adoption for 
this purpose. However, companies are setting 
up templates to help automate the generation 
of the documentation required, even if these 
are then transmitted by other means, such as 
banks’ electronic banking systems.”

Looking ahead, accelerated digitisation that was 
evident during the pandemic, and successful 
collaboration efforts, such as SWIFT KYC Registry 
and industry adoption of ISO 20022 could pave the 
way for greater progress in developing a global, 
multi-bank solution. Banks may also choose to 
commercialise their solutions and offer multi-bank 
capabil it ies, as we have seen with multi-bank 
liquidity and bank account reporting solutions. 
What is clear, however, is that the expertise and 
sophistication that is being developed in isolation 
would offer greater benefit to treasurers and 
compliance officers of multinational corporations if 
this is brought together through a global solution.

and the status of KYC processes and the 
recert i f icat ion agenda, and co-ordinate 
and automatically fulfil bank requests for 
information. Currently, most initiatives have 
been developed at a national or regional level 
by technology companies, which can support 
the needs of multinational corporations; 
however, some banks seem reluctant to 
participate in third party rather than proprietary 
initiatives.”

Responses to the 
Challenge
Banks are working hard to try and deliver a digital 
KYC and signature solution, and provide clients 
with the ability to review the status of KYC and 
documentation processes. As Stéphanie Niemi, 
BNP Paribas explains,

“We have developed Welcome,  a  fu l ly 
integrated, secure platform that offers an 
end-to-end digital process for KYC, account 
opening and KYC recertification. Clients only 
need to upload or complete information that 
the bank cannot access from public sources, 
via the SWIFT KYC registry or from BNP 
Paribas’s own records. The platform offers pre-
filled templates, online approvals and digital 
signatures to remove the need for paper-based 
documents and processes. Clients benefit from 
a consistent experience across countries, 
with the same processes, documentation 
requirements in each case. Welcome has now 
been rolled out to 12 countries, and its use will 
be extended across BNP Paribas’s footprint.”

In addition, many organisations are looking to SWIFT 
to extend its KYC registry that is used between 
banks to corporations; however, as Stéphanie 
Niemi, BNP Paribas notes,

“SWIFT KYC registry is a very positive initiative 
in which BNP Paribas is closely engaged, 

with a high degree of harmonisation across 
participants; however, there is only a limited 
ability to extend its use to non-financial 
corporations at present as it is only available 
to SWIFT-connected clients, and excludes their 
subsidiaries.”

The lack of a widely accessible, global, multi-bank 
digital KYC and compliance solution is proving 
frustrating for corporate treasurers and compliance 
officers. Noëlle Belmimoun, AFTE expresses,

“Recent  deve lopments ,  espec ia l l y  the 
limited access to SWIFT’s KYC Registry, 
have reshuffled the cards. The absence of an 
emerging global leader leaves room for various 
national solutions to emerge that could be used 
to address regional or worldwide requirements. 
Stakeholders, especially corporates, are still 
left with no clear vision of how banks will 
improve the experience and efficiency of KYC. 
An option for corporates would be to adopt a 
single, regional, dematerialised solution, and to 
implement it with their banking partners on a 
bilateral basis. 

Bank solutions may offer good functionality, but 
corporates would need to access a different solution 
for each bank, which is inefficient. Effectively, 
therefore, little has changed in practice for multi-
banked, multinational corporations.”

In this situation i.e. in which banks are developing 
proprietary solutions, while the only global KYC 
solution has l imited applicabil ity, treasury and 
compliance teams are trying to increase their internal 
efficiency as best they can. Kevin Braeckman, 
PwC comments,

“More companies are implementing bank 
account management (BAM) tools to provide 
a central repository of bank accounts, and the 
documentation required for KYC purposes. In 
some cases, these tools were developed as 
eBAM (electronic bank account management) 
tools to enable electronic account opening, 
signature changes and account closing, but the 
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“Traditional account opening processes are 
very manual, and often differ across banks and 
countries. In some cases, we were finding that 
it took up to a year to open a new account. 
Even though we undertook the project during 
the Covid-19 pandemic, we found that not all 
banks had embraced digital documentation and 
signatures, despite the constraints of remote 
working.”

An essential requirement for selecting a new 
banking partner was therefore a digital solution 
to streamline, automate and accelerate its KYC 
and onboarding processes.

Selecting a banking 
partner
Having assessed a number of different options, 
SEGRO chose to work with BNP Paribas. There 
were a variety of reasons for this, including 
the depth and breadth of the bank’s solutions 
across SEGRO’s European footprint,  and 
commitment to optimising customer experience 
through digitisation. An important deciding 
factor was the bank’s user-friendly onboarding 
application, Welcome, which is accessed via 
the BNP Paribas portal. Welcome digitises the 
KYC and onboarding process, eliminates the 
need for repetitive input and provides advanced 
level electronic signatures through DocuSign. 
Welcome also offers a high level of security and 
data privacy with best-in-class authentication 
tools. The solution is already in use by over 
10,000 of BNP Paribas’ clients.

SEGRO plc: Streamlining and Digitising 
Account Opening 
with Filipe Santos, Treasury Analyst, SEGRO plc

SEGRO plc is a UK Real Estate Investment 
Trust (REIT) listed on the London Stock 
Exchange and Euronext  Par is .  The 
company is a leading owner, manager and 
developer of 9.6 million square metres of 
modern warehouses and industrial property 
located in and around major cities and key 
transportation hubs in UK and Europe, valued 
at £20.5 billion (30 June 2022).

SEGRO’s business 
challenge
SEGRO has grown both organically and by 
acquisition. When new companies are acquired, 
new assets or entities typically have their own 
bank relationships and accounts, leading to a 
proliferation of accounts and fragmentation of 
cash. Treasury was therefore seeking to simplify 
and rationalise its banking structure across its 
European footprint, centralising accounts with 
a single bank, and providing a simple playbook 
for integrating new entities into the structure in 
future.

Although most of SEGRO’s accounts were 
in continental Europe, these were all owned 
by different entities, leading to significant 
know your customer (KYC) and onboarding 
challenges to open new accounts. Excessive 
manual documentation and physical signatures 
were undesirable given SEGRO’s sustainability 
ambitions, and difficult to facilitate during an 
extended period of home working. Filipe Santos, 
Treasury Analyst, SEGRO plc comments,
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Digitising account 
opening
SEGRO started the migration from its legacy banks and 
accounts to BNP Paribas in March 2021, a year into 
the pandemic. The process took around 10 months, 
a period that was extended by the need to seek tax 
advice in some cases. By using Welcome, treasury has 
been able to onboard new group entities quickly using 
forms that were already partially pre-filled with data that 
BNP Paribas extracts from public sources. Documents 
that are required for every entity and country, such as 
directors’ passport information, are uploaded once, 
and then accessible as part of the application process 
for each relevant entity. Santos notes,

“ B y  c o m p l e t i n g  s o m e  d o c u m e n t a t i o n 
automatically based on data that is either publicly 
available or provided by SEGRO, we now have a 
more efficient, timely and cost-effective process 
that can be managed centrally, as opposed to 
requiring resources from the relevant entity.”

Leveraging the 
benefits of a 
harmonised banking 
structure
With a harmonised banking structure and digital solution 
now in place, SEGRO is now seeking to leverage the 
benefits to optimise the flow of transactions and data, 
and optimise its cash and liquidity management. 
Santos explains,

“Having now completed the essential first step 
in building our relationship with BNP Paribas, we 
are now seeking to implement the bank’s host-
to-host connectivity for account information, 
payments and collections, including payroll. With 
a centralised, standardised platform in place, 
we can open access to our local users to make 
payments and download statements, knowing 
that our processes, controls are consistent across 
the business, with complete visibility in treasury.”
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that is not matched by the value it adds to the 
business. It presents a high operational and 
financial burden, while the risks associated 
with error or omission are high. Consequently, 
the potential benefits of alleviating this burden, 
improving security, and reducing risk, and 
digitising processes brings advantages to 
corporates and banks alike.

Formulating a 
response
Fintechs are emerging to provide a multi-bank 
approach to bank signatory management, with 
a view to creating a streamlined, digital and 
standardised process for managing authorised 
signatories on bank accounts. On his experience 
of collaborative working with a fintech and a panel 
of banks and corporations, Javier Orejas, IATA 
comments,

“We had a high level of confidence that together, 
we could devise a platform that would reduce 
the operational and risk burden that maintaining 
and reporting accurate, timely bank account 
signatory records creates for both corporates 
and banks. For example, initiatives such as 
SWIFT gpi have already proven the value and 
impact that co-creation of a bank-agnostic 
solution can have across the entire community.”

IATA: A Co-Creative Approach to  
Digitising Bank Account Signatory 
Management 
Javier Orejas, Global Head of Banking, IATA

The corporate 
challenge
Corporations that work with multiple banks, and 
across multiple markets, face major operational 
challenges and overheads when advising their 
banks of account signatory changes. The process 
is typically manual and paper-based, differs across 
counterparties, and is prone to error or omission, 
either/ both on the corporate or bank side. As 
Javier Orejas, Global Head of Banking, IATA 
comments,

“Maintaining accurate bank account signatory 
information with our banks is a major ongoing 
challenge, particularly given that IATA works 
with 56 banks in 180 countries. Not only is the 
process time-consuming and cumbersome, but 
it can take a significant amount of time. In one 
instance, for example, it took more than three 
months for a signatory change to take effect, 
creating a serious risk to our business.”

Related to this, obtaining current signatory records 
from banks for audit purposes can often take a 
month, with this information likely to be outdated 
by the time it is received. In some cases, signatory 
reports received from banks reflect data that is 
outdated by three years or more. 

For banks too, maintaining customer account 
signatory information is a cost to doing business 
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Progress to date  
and next steps
Although the programme was interrupted 
during the early months of Covid-19, two banks 
and eight corporate pioneers, including IATA, 
Salesforce, and Siemens worked with fintech 
Delega to successfully complete a proof of 
concept (POC). The POC included “many-
to-many” connectivity and a standardised, 
digital workflow, both of which are essential 
to the success of an effective, global solution. 
Banks and their corporate customers share 
the same view of data, eliminating the need to 
request reporting and audit data. Following the 
successful POC, the project will now move into 
pilot phase in Q3, 2022. 

Javier Orejas, IATA, concludes,

“This is another key example of how co-
creation can result in powerful solutions that 
address long-standing challenges across the 
bank-corporate community. While banks could 
individually modernise and digitise their bank 
account signatory management process, this 
needs to be replicated across multiple banks 
to create a compelling value proposition for 
corporate clients. The new platform replaces 
fragmented, manual, disparate processes 
with a standardised workflow within a secure, 
digital, and bank-agnostic framework.”
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