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In a time where corporates are becoming increasingly 
more global and the treasury efficiency agenda continues, 
it is vital to keep track of and understand how business 
landscapes are evolving across the world. It is becoming an 
imperative for corporate treasurers to keep up to date with 
emerging and accelerating trends across different regions, 
countries and territories – whether its economic, political or 
technological. The Fourth Industrial Revolution, or Industry 
4.0, is transforming the way business is done on a global 
scale. Through the use of existing and emerging technologies, 
Industry 4.0 is combining the digital and physical spheres, 
converging the power of humans and machines. It’s important 
to understand that Industry 4.0 will have impacts far beyond 
the production line – changing the entire business landscape 
and redesigning humans’ role within it. This applies to treasury 
too – Treasury 4.0 is coming.

In this series of our Great Expectations: From Industry 4.0 to 
Treasury 4.0 corporates guidebook, we explore the treasurer’s 
new world from a geographical perspective – covering the 
Americas, Europe and Asia, providing insights into the changes 
that we believe will have the biggest impact on the treasury 
landscape. The content draws on the knowledge and expertise 
of some of HSBC’s most experienced transaction banking 
professionals, industry experts and practioners, as well as 
insights gained through working with our broad range 
of corporate clients to address these very challenges. 
A common theme across all regions is the evolution of 
‘buzzwords’, such as artificial intelligence (AI), Internet of 
Things (IoT), and Machine Learning to reality, with treasurers 
looking for continuously more innovative ways to incorporate 
these technologies to make their operations similar, faster, lean 
and intelligent. 

In the Americas and Europe, treasuries are exploring the use 
of Robotic Process Automation (RPA) and AI as a way to gain 
efficiency. RPA is seen as a tool to raise the productivity and 
profile of the treasury team and contrary to popular belief, 
treasurers agree that the implementation of RPA is quick when 
compared to a full scale Treasury Management System (TMS). 
In addition, connectivity in both regions’ banking ecosystems, 
coupled with Open Banking led API innovations, allows mobile 
cash management apps to become richer in terms 
of functionality. 

Similar tones are echoed in Asia, with treasurers across 
financial hubs, such as Shanghai and Singapore agreeing 
that technologies such as RPA and AI are enabling them to 
be more efficient. Corporates with treasury operations in Asia 
are leveraging cloud technology to build TMS fit for the future, 
whilst digitisation is also revolutionising the ways customers 
engage with corporates – both online through e-Commerce 
platforms and in person in physical stores. 

As the rapid digitisation of businesses continues, treasurers 
must evolve and adapt to new ways of working or risk holding 
back other areas of the business. There is a growing belief that 
hiring the right talent as well as up skilling existing treasury 
teams is a make or break factor in the deployment of Treasury 
4.0 technologies. However it is not all about growth - increased 
digitisation and automation requires additional focus on 
cybersecurity too, which is an area to which corporations are 
paying close attention. 

Collectively, these materials bring together our insights at a 
time when treasurers are searching for more in depth and 
practical information about the possibilities open to them. 
We hope that this guidebook will open up new ideas and help 
you to make more informed decisions around your treasury 
operations, supporting your organisation’s strategic agenda. 
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The current trend of increasing automation and data exchange in the commercial world, often referred to as Industry 
4.0, promises numerous productivity gains1. However, while Industry 4.0 may be taking off in the commercial side of the 
business, many corporations have yet to emulate it in their treasury operations. This is important if the corporation is 
to achieve end to end gains across the entire enterprise. However, as Jeroen Bakhuizen and Sandeep Uppal, Global Co-
Heads of International Subsidiary Banking and Lance Kawaguchi, Managing Director, Global Head – Corporates, Global 
Liquidity and Cash Management at HSBC explain, Treasury 4.0 is readily achievable if treasury centralises in a manner that 
will provide the interconnected visibility and free flow of data already emerging in Industry 4.0.

1 https://www.sage.com/en-us/blog/how-industry-4-0-will-boost-your-manufacturing-productivity/

Industry 4.0: 
A Treasury 
Revolution 
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Treasury centralisation: why? The pressure to transition to Treasury 4.0 comprises multiple 
discrete drivers. One of these is the level of global interest 
rates driving cost control. According to PwC’s 2018 “Treasury 
function of the future” report, “a prolonged low interest rate 
environment means cost containment is one of the keys 
to survival”2. 

This has not gone unnoticed in many boardrooms, where 
CFOs (and by implication also treasurers) are now expected to 
deliver increasing efficiencies. There are numerous routes to 
this goal, but centralisation underpins many of them. A case in 
point is the move to consolidate financial processes in shared 
service centres (SSCs), rather than having replication of those 
processes across multiple local offices. Furthermore, these 
centralised processes also need to be automated wherever 
possible, to reduce manual activity and thereby also costs 
and the potential for operational errors. Personnel freed from 
repetitive, low value, high volume tasks can then be redeployed 
to more productive, value-added activities.

Apart from reducing administrative costs, centralisation also 
serves to reduce financial costs. The key element here is 
visibility of corporate cash. In a decentralised environment, 
global treasury has imperfect visibility of cash and may even 
be unaware of the existence of multiple local corporate bank 
accounts. As a result, sub-standard investment returns and/
or unnecessary borrowing costs arise - a problem that can 
apply across all sizes of enterprise from large multinationals 
downwards. However, once cash management is properly 
centralised, treasury has both visibility and control of corporate 
cash globally, which facilitates far better decision making 
and the efficient application of cash to where it can serve the 
optimal purpose. 

In doing so, treasuries are also adding a degree of future 
proofing; as new technologies/products arise they need only 
be implemented once at a central level. Furthermore, if all data 
(such as cash information) is already centralised, the maximum 
benefit from new technologies/products can be more easily 
realised. The same applies (with some caveats depending on 
jurisdiction) to international expansion, so that a centralised 
treasury is able to support new entities from inception by 
leveraging its greater visibility and control of cash and liquidity.

Apart from potentially improving investment returns and 
reducing the need for externally funded working capital, 
centralisation offers a range of other benefits. Hedging and 
management of FX exposure can be significantly improved 
with centralised visibility, thereby reducing both risks and costs. 
Similar benefits apply to the administration of bank accounts 
because centralisation also allows the number of bank 
accounts to be reduced, thus saving on maintenance charges 
but also reducing the number of personnel sending/authorising 
payments and thereby also reducing the risk of fraud and 
cyber-crime. Not only can more rigorous controls be applied 
to the payment process in a centralised environment, but it 
also becomes easier to test and report on the effectiveness of 
those controls.

Centralisation enables the adoption of standardised payment 
messages, leading to more efficient reconciliation and 
increased straight-through-processing rates. It also makes 
the enforcement and refinement of treasury policy more 
straightforward, so there is the opportunity to improve the 
working capital position by consolidating days payable 
outstanding terms and reducing days sales outstanding.
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The global perspective
There are various ways in which leading corporates are 
choosing to centralise their treasury operations, but there 
are some common themes. A popular strategy that seeks to 
take maximum advantage of time zones, while also reducing 
concentration risk, is to establish regional treasury centres 
(RTCs) in Europe, North America and Asia Pacific. The exact 
country chosen in each region is typically on the basis of 
market sophistication and which jurisdiction’s regulation 
permits the widest range of operations. This RTC will often be 
accompanied by an SSC in a neighbouring country that has a 
lower cost of labour, but that may lack the infrastructure and 
skilled personnel to support a treasury centre.

When determining a regional treasury centralisation strategy, 
each region has its individual characteristics that are worth 
considering. Europe is generally highly supportive of treasury 
centralisation, with standards such as SEPA and ISO 20022. 
In addition, regulation - such as Open Banking and GDPR - are 
effectively enforcing more consistent standards for making 
payments and storing data. Popular European treasury 
centralisation models typically involve a treasury centre 
established in Ireland, the Netherlands, or Luxembourg, with an 
accompanying SSC in a location such as Poland or Hungary.

In North America, the US’s exchange, currency and banking 
restrictions/regulations usually make it a more popular location 
for SSCs rather than treasury centres. Nevertheless, the 
opportunity to centralise certain functions, such as liquidity, is 
still used by various corporates. Meanwhile, the level of digital 
transformation underway in MENAT means the number of 
SSCs located in the Middle East is expected to rise in 20193. 

In Asia Pacific there are various countries with restricted 
currencies that limit the extent of centralisation because they 
preclude certain activities, such as pooling. Nevertheless, 
both Singapore and Hong Kong are popular as a regional 
treasury centre base for corporates looking to expand their 
operations in the region. Apart from a pool of suitably skilled 
labour, both jurisdictions offer tax incentive packages to 
encourage corporates to choose them as a location for treasury 
centralisation. A typical Asia Pacific centralisation model is a 
treasury centre in Hong Kong or Singapore, accompanied by an 
SSC in India, Philippines or Malaysia.

However, regardless of which locations a corporate chooses 
for its treasury centralisation, one of the most critical success 
factors is choice of banking partner. A successful centralisation 
project, whether regional or global, requires considerable 
local knowledge for each jurisdiction involved, ranging across 
various disciplines, including regulation, business practice and 
local payment systems (plus the opening of possibly numerous 
bank accounts). In addition, the completed centralisation 
project also needs sufficient inherent flexibility to enable the 
treasury to adapt as necessary to future changes in any of 
these environmental factors, plus any geopolitical shifts.

While it is theoretically possible to gather all this information 
by interacting with multiple local/regional banks, it is extremely 
impractical given the limited resources usually at treasury’s 
disposal. The logical course of action is to partner with a global 
bank that has a comprehensive physical network presence 
across the countries involved in the project and can provide 
the necessary intelligence in a consistent manner irrespective 
of location. Taking this step may necessitate starting a new 
banking relationship, but if that relationship can deliver all 
the knowledge and functionality needed for a successful 
centralisation project, then that change will be worthwhile, 
which is a point some CFOs readily acknowledge:

“Whilst we enjoyed a long and good relationship with our 
previous bank, its focus became more local than global”, 
says Richard Adams, CFO of global creative agency 
Imagination. “We needed a truly international banking 
partner with a significant global network and a future 
thinking approach to support our business.”

A further reason some corporates prefer to work with a global 
bank is to reduce their exposure to cyber attacks and fraud. 
If they choose instead to deal with multiple banks then, in 
addition to the complexity and inconvenience (e.g. multiple 
security tokens and logons), they open themselves to multiple 
points of exposure to cyber threats.

3 https://www.sson-analytics.com/blog-entry/dubai-mena%E2%80%99s-most-
expensive-shared-services-location-takes-lead-regional-growth
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Treasury centralisation: how? 
Stages 
The centralisation of treasury is a process unique to each 
corporate and can be completed progressively at a tempo best 
suited to the individual circumstances. However, the various 
individual stages involved tend to follow a common sequence 
and require varying levels of investment in technology, people 
and processes:

 ® Consolidation of bank accounts
 ® The establishment of an SSC to perform low value, high 
volume repetitive tasks and provide common services across 
subsidiaries (e.g. HR activities, payroll).

 ® The creation of a regional treasury team to begin delivering 
cost savings by realising synergies and laying sustainable 
foundations for further centralisation.

 ® Establishing a separate legal entity, such as a regional 
treasury centre or in house bank, to optimise cash, FX 
exposure and bank exposure. Also to provide financial 
services to the corporation in the form of intercompany 
loans, cash concentration, intercompany invoicing and 
payments on behalf of (POBO).

 ® Instigation of a payment factory that prepares and submits 
payment files to partner banks for processing on behalf of 
business entities. (A payment factory typically requires an 
SSC to have been established already.) 

 ® Expansion of:
• Operations, such as receivables, supply chain finance
• Geography, such as adding other regions or instituting a 

global treasury centre
• Technology, such as next generation virtual account 

(ngVA) management, or implementation of application 
programming interfaces (APIs)

Best practice  
Just as there is usually a common sequence to the stages of 
treasury centralisation, there are some common best practices 
that if observed will increase the likelihood of success. One 
of the most important is to have a clear view of what the 
corporation is trying to achieve with the project. What are the 
projected benefits? How will it facilitate long term strategy? 
How much inherent flexibility will it deliver if business strategy 
or its own operating model needs to change in the future?

This stage is critical, not only because it can help shape the 
actual implementation process, but also because it will need 
to be communicated clearly to all those likely to be affected by 
the project. If a project will involve personnel in significant extra 
workload or temporary disruption, they will need to be clear 
on why this is worthwhile. A bank with extensive experience 
of treasury centralisation can assist here by demonstrating the 
potential benefits based on its involvement in previous projects.

It should also be able to assist with the choice of location for 
the treasury centre. While this may not be implemented in the 
early stages of centralisation, it needs early consideration as 
the chosen jurisdiction will have specific tax, regulatory, legal, 
accounting practice, time zone, language and maintenance cost 
requirements. These may have an impact on earlier aspects of 
the project that could be costly/difficult to change later.

This need for engagement applies all the way to the 
boardroom, particularly since a realistic budget for the 
project will be needed. That budget needs to be fully secured 
before the project starts, as the absence of this is a common 
cause for project delay. A related need is having committed 
personnel resources for the project that will remain committed 
for the duration, as a common reason for project delay/failure 
is resources being diverted to other activities. A centralisation 
project can take several years, so the importance of this 
commitment should not be underestimated. 

Technology obviously plays a critical role in treasury 
centralisation projects, but it is ultimately something 
that enables the solution. The actual solution is the 
implementation of optimal processes. It is all too easy to fall 
into the trap of using technology to automate fundamentally 
flawed processes. Therefore, designing the best possible 
processes is an essential first step before using technology 
to implement them. 

A related technology caveat relates to existing projects, 
especially ERP implementations. Trying to start a treasury 
centralisation project on top of an ongoing ERP project is 
a high risk strategy. Too many moving parts and potential 
conflicts, to say nothing of possible resource constraints. 
Some corporations have successfully combined both, but 
generally the safer alternative is to centralise treasury after 
any outstanding ERP project is completed and bedded in.

Documentation 
One irony of treasury centralisation projects, which typically 
have a reduction in paper processes as an objective, is the 
amount of up front documentation involved. This may require 
signatures and ID from individuals scattered around the globe, 
so the logistical challenge should not be underestimated. 
This is particularly true of any items relating to banks’ know 
your customer (KYC) documentation. Regulatory compliance 
is obviously mandatory, so any KYC requirements must be 
fulfilled in a timely and accurate manner. It’s worth noting 
that centralisation of treasury operations often necessitates 
establishing a separate legal entity (which will transact on 
behalf of other legal entities within the corporation) for which a 
bank may need additional KYC.

Fortunately, dealing with a global bank with a strong physical 
network can make documentation requirements far less 
onerous. Personnel can submit ID and signatures at local 
offices quickly and a global bank should ideally have put 
considerable effort into making documentary processes as 
consistent and painless for clients as possible. It will also 
have instituted platforms for the electronic submission of 
documentation (where this is permissible by regulation).
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Bank expectations 
Local and global expertise  
Choice of bank can have a major impact on the success of 
a treasury centralisation project. So what should corporates 
be expecting their partner bank to offer as part of the 
implementation? In any project that involves more than a 
few countries (or where even a few countries are in diverse 
locations) the extent of a bank’s physical network (and the local 
knowledge therein) increases in importance, as does its ability 
to aggregate that network to deliver effective geopolitical and 
macroeconomic insight. 

However, the way in which a bank leverages its network 
knowledge to benefit the client in a centralisation project will 
actually have a greater bearing on the project’s outcome than 
just the scale of its network. Key to its effectiveness is how 
local expertise and knowledge within the bank network can 
be channelled through a single point of contact at the client’s 
central treasury location (or in the same time zone). 

A related point that is potentially even more important for 
effective execution/coordination is whether the bank is able to 
align its coverage team across geographies to match that of the 
client. This is not a trivial task, because while corporate treasury 
typically has a direct line management model (local reports to 
regional, which reports to global) the bank will have multiple 
disciplines (e.g. network, product, credit) involved at each level. 
A bank that is able to coordinate its resources in this fashion can 
substantially enhance the execution of a centralisation project. 

Effective channelling of bank expertise across disciplines 
can be an invaluable part of the client’s project planning, as 
information on what is or isn’t possible in a particular jurisdiction 
can be integrated at the outset. However, local knowledge - 
especially if it incorporates elements such as long standing local 
regulatory relationships - can also be invaluable for anticipating 
possible future change, which can (if practical) then feed into 
future proofing the plan. This could range from possible US 
corporate tax changes that might trigger large scale repatriation 
of offshore liquidity, to potential regulatory shifts in large 
developing markets.

Too many options? 
A significant change in the last few years has been the 
proliferation of payment, receivable and liquidity management 
mechanisms. In the past, a treasury might only have to think 
about ACH, wires and cards. Today, there are almost too many 
options, with burgeoning faster payment systems, multiple card 
sub-types, mobile wallets, new fintech payment networks and 
gateways, among others. On the receivables side, ngVAs now 
offer considerable potential efficiencies, while new automated 
tools for real time liquidity management have also emerged. 

A crucial point for corporate treasuries is that banks should 
be able to combine a deep understanding of the corporate’s 
business flows to help guide it on which of these mechanisms 
might be most appropriate for it and that could be used to best 
advantage within its centralisation project.

Technology 
A bank’s existing technological capabilities are of course 
important to a corporate client, but the long-term picture is even 
more critical to the ongoing success of a treasury centralisation 
project. How much capital is the bank committing to technology 
investment? A well-capitalised bank will be better placed to 
make the necessary investment, but is that investment being 
directed into areas such as APIs that will continue to benefit the 
client in the future? 

A related consideration is the expertise of the personnel 
supporting that technology on the bank side, not just in day 
to day operations, but also in areas that might directly affect 
the implementation of a corporate’s centralisation project. 
Can the bank offer qualified in country technology specialists 
for ERP and treasury management systems or SWIFT? In the 
local language? If it can, any necessary changes/additions to 
corporate technology as part of a centralisation project are more 
likely to be effective and non-disruptive.

Conclusion 
For a corporate to maximise its return on Industry 4.0, it needs to invest in Treasury 4.0 to support it. Centralisation of treasury 
functions is core to this transition and applies across a surprisingly broad size range of corporations, from substantial private 
businesses right up to global multinationals. While treasury centralisation is by no means a trivial task, it is readily justified by the 
possible cost savings and efficiency gains. However, perhaps more important are the strategic flexibility gains it can deliver that can 
help to ensure that future corporate sales growth and geographic expansion are facilitated, rather than impeded. 

Realising these benefits via effective treasury centralisation depends upon meticulous planning and execution. A practical reality 
that bears on this is that most corporate treasuries are very lightly resourced and simply do not have the necessary bandwidth to 
assemble all the necessary data to make an informed judgement in house. Under these circumstances, a consultative relationship 
with a well-capitalised bank that has a proven commitment to technology investment can be a vital factor in driving a successful 
centralisation and Treasury 4.0.

13Navigating Treasury 4.0 World - Corporates Guidebook12



1514 Navigating Treasury 4.0 World - Corporates Guidebook

Treasury and supply chain disruption caused by external 
factors is nothing new, but recent developments may be 
making it the new normal. Therefore, the ability to switch 
technology and supply chains to new locations/suppliers 
with the minimum of upheaval is becoming a business 
imperative. This applies not just to the physical supply 
chain but also the financial one that underpins it, which 
presents corporate treasuries with significant additional 
challenges. Fortunately, as Lance Kawaguchi, Managing 
Director and Global Head – Corporates, Global Liquidity 
and Cash Management and Vinay Mendonca, Managing 
Director and Global Head of Products, Propositions, 
Structured Trade Solutions, Global Trade and Receivables 
Finance at HSBC explain, these are not insuperable.

While the global trade environment may never have been 
entirely static, there have been periods of relative stability 
where corporates were not regularly confronted with the need 
to make pro-active assessment of their supply chains. Now 
does not appear to be one of those periods. For instance, 
although geopolitical upheaval has long had a bearing on 
trade, coupling this with emergent factors like climate change, 
sustainability and technology creates the need for heighted 
preparedness for Corporates. Either in isolation or conjunction, 
these all have the potential to force changes to corporate 
supply chains. 

Within the past decade climate change has begun to affect 
various major manufacturers’ supply chains in sectors such as 
automotive and technology12 among others. If anything, this 
situation is likely to become more acute, given the complexity 
of supply chains and the number that have extensive exposure 
to tropical climates, which are proving more prone to climate 
change influenced weather extremes than the temperate 
West3. Ultimately, corporates may find they have to shift parts 

of their supply chains away from locations at risk of extreme 
weather events resulting from climate change.

Sustainability and ethics are also driving disruption, particularly 
as consumers become more aware and switch their buying 
away from companies they perceive as having sustainability/
ethics issues in their supply chains. More generally, 
sustainability/ethics issues can inflict long term reputational 
damage. The flip side to this is that a sustainable supply chain 
can enhance brand value, while at the same reduce costs in the 
long term (despite upfront expenses)4. As a result, a growing 
number of corporates may find themselves effectively forced to 
make (possibly wide ranging) supply chain changes because of 
sustainability/ethics concerns.

While the disruptors outlined above are largely negative, 
technology is slightly different in that the main negative point is 
if the opportunities it presents are ignored. Otherwise, it is its 
positive potential that will create disruption, with technologies 
such as artificial intelligence and robotics (both individually and 
in combination) offering considerable potential for reducing 
costs in supply chains as well as making treasury more 
efficient, digital and real-time. Nevertheless, in order to benefit 
from these advances, corporates may have to make changes to 
their supply chains and adopting new technologies for treasury.

In addition to their impact at a corporate level, all these factors 
can have major ramifications for corporate treasuries. Changes 
or disruption to the physical supply chains will have a knock 
on effect on the financial supply chain for which treasury bears 
core responsibility. If a factory has to be relocated, then so may 
many of the constituents of the supply chain leading to that 
factory. Therefore, not only will treasury need to fund the new 
factory, it will also have to handle a raft of other associated 
changes, such as supplier and supplier financing.

1 https://www.theverge.com/2011/11/23/2582677/thailand-flood-seagate-hard-drive-shortage 
2 https://www.just-auto.com/hot-issues/thai-floods-recovery-under-way_id416.aspx 
3 https://www.economist.com/leaders/2019/02/21/climate-change-and-the-threat-to-companies 
4 https://blog.riverlogic.com/why-is-supply-chain-sustainability-becoming-important-manufacturing
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Visibility
Corporate supply chains are very similar to corporate cash: 
what you cannot see, you cannot manage. Therefore, 
managing supply chains effectively in the light of the 
challenges outlined above will often require the corporation 
to improve the transparency and visibility of its supply chain. 
For example, in the context of sustainability and ethics, how 
certain can you be that the SME supplier five steps removed 
from you in your supply chain is not acting in a way that 
could severely damage your brand and reputation? On the flip 
side, can improved visibility be used to improve potential and 
existing customers’ perception of the corporation to the point 
where they buy more or are prepared to pay a transparency 
premium for its products/services? 

Two technologies that can assist in achieving this are 
distributed ledger technology (DLT) and application 
programming interfaces (APIs). DLT has attracted considerable 
hype in recent years, but there are now some organisations 
putting it to practical use. For example HSBC executed the first 
commercial trade-finance transaction with Cargill using DLT 
with the shipment of soybeans from Argentina to Malaysia5. 

APIs have transformed the ease with which data can be 
shared among disparate systems that hitherto were largely 
discrete and did not communicate readily with others. In 
combination, DLT and APIs can deliver the necessary supply 
chain transparency that will enable the corporation not just to 
manage supply chain risks in real time, but also to understand 
all the flows and thereby also any points of inefficiency or 
friction, which can then be addressed. This would be an 
important step forward, because while a growing number 
of corporations have improved visibility of their own cash 
globally, the same cannot as yet be said of their supply chains.

In the case of DLT, an additional potential benefit is improved 
supply chain flexibility. A number of organisations, such as 
the IEEE Standards Association6 and SWIFT7, now define 
common standards for DLT, which will facilitate wider industry 
adoption. This in turn means that should a supply chain require 
reconfiguring, it will be more likely that new participants 
will already be using DLT, thus helping to minimise the 
transparency impact of supply chain changes.

Resilience
Assuming the desired level of supply chain visibility, it 
becomes potentially considerably easier to improve supply 
chain resilience as well. However, an important preliminary 
step is ensuring the corporation’s own working capital 
resilience. How well might it hold up to any geopolitical, 
climate change or sustainability/ethics impacts? How might 
that affect partners in the supply chain and how might they 
respond? This is an area where a suitable banking partner 
can add value by offering insight, not just in terms of industry 
best practice and performance, but also on entities within the 
corporation. Global analysis by such a bank may reveal certain 
businesses within the corporation that are outperforming their 
peers in working capital terms and from which lessons for 
more widespread improvement might be learned.

Another internal aspect of the corporation that can also help 
drive better supply chain resilience is closer collaboration 
between those responsible for the physical and financial 
supply chains. At HSBC we have noticed that it is increasingly 
common for treasurers to also include those directly involved 
in procurement and the day to day operation of the supply 
chain in discussions with the bank. This give all parties a more 
holistic insight into the exact workings of each supply chain 
and its participants, plus any specific risk and/or friction points.

The importance of this collaboration should not be 
underestimated. For example, a particular supplier might in 
terms of financial scale appear to treasury to be a relatively 
unimportant part of the financial supply chain. However, in 
the physical supply chain that same supplier might be critical. 
Armed with this understanding, treasury might in partnership 
with the bank be able to offer targeted supply chain financing 
to that supplier in order to improve its financial strength 
(and thus could reduce the risk of its financial failure and 
consequent supply chain disruption).

More generally, this approach facilitates treasury’s ability 
to push working capital (such by supplier financing) to the 
points in the corporate supply chain where it is most needed. 
Apart from the extreme of helping to prevent supplier failure, 
this more precise targeting of working capital can provide 
other benefits, such as increased supplier loyalty that may be 
reflected in supply priority or sharing innovation gains.

In some circumstances, a combination of this understanding 
and supply chain transparency can be used to influence 
supplier behaviour in relation to some of the risks outlined 
earlier. For instance, HSBC has recently been involved in the 
creation of a supply chain financing scheme on behalf of a 
major retailer, whereby suppliers can earn attractive financing 
rate if they help towards the retailer’s sustainability initiatives 
like reducing greenhouse gas emissions.

5  https://www.businessinsider.com/hsbc-ing-blockchain-trade-finance-cargill-
soybeans-2018-5

6 https://standards.ieee.org/project/2418_4.html
7 https://www.swift.com/your-needs/industry-themes/distributed-ledger-technology-dlt_
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Speed
As a result of some of the technological and payment system 
changes currently underway, a transparent and resilient 
supply chain can also be a faster one. For example, several 
countries have now moved into Real Time payment systems 
which impacts the speed of both collection and payments 
in the supply chain. New collection methods are also now 
available such as via QR Codes, Messaging Apps, e-wallets 
and a variety of channels which increases complexity for 
Treasury to manage the financial flow of funds, reconciliation 
and overall management of suppliers and customers. This 
applies to both the financial and physical aspects of the chain. 
One example of this is that if the partner bank is able to obtain 
complete transparency on a corporation’s suppliers, it also 
has more timely access to suppliers’ financial and commercial 
performance. This is relevant because the bank is thereby no 
longer purely reliant on historical financial data (which may 
be considerably out of date) when assessing a supplier’s 
creditworthiness. The data it obtains will also typically be more 
granular and informative than conventional financial data. 
This may mean the bank is able to lend earlier in the supply 
chain to key suppliers, enabling them to increase output or to 
invest in development.

A related opportunity in a transparent supply chain is the 
possibility of using purchase orders (POs) as the basis for 
financing shipments. Essentially, the combination of a PO and 

timely supplier performance data become the new collateral. 
This also works well in conjunction with the emergence of 
instant payment systems, where cleared payments arrive in 
seconds rather than days. The working capital cycle of the 
entire supply chain can be compressed because real time data 
on the delivery of goods/services can be matched with real 
time payment for those same goods/services. Therefore, all 
participants in the supply chain can potentially benefit from 
lower working capital requirements as a result of 
this acceleration. 

Physical foundations
Given that technology plays such a significant role in 
enhancing the supply chain, it is easy to fall into the trap of 
believing it is a universal solution for supply chain challenges, 
when in practice this is not the case. For instance, if a 
corporate suddenly needs to switch production to another 
country, technology alone will not facilitate this. In this sort 
of situation, the immediate need is for accurate information 
on matters such as local business practice, regulation and 
payment systems, in order to facilitate a smooth deployment. 
A key part of that deployment will then be setting up all the 
systems needed to pay/finance suppliers in the most efficient 
manner possible. 

Choice of technology may play an important role in this, but in 
practice choice of bank can be far more critical. A global bank 
with an extensive physical network will have the resources 
on the ground to provide the sort of hard information (and 
introductions) that can appreciably de-risk a major change in a 
supply chain. It will also be capable of the sort of consultative 
relationship that will ensure any suggestions it makes on 
matters such as possible changes in bank account structure 
are specific rather than generic. That bank will allow the 
corporate to facilitate global payment methods with improved 
visibility of cash and a global approach to quickly setting up 
the necessary accounts. The same degree of support should 
also be applicable to its ability to setup payment/financing of 
new suppliers swiftly. 

A key distinction here is that while some banks may be global, 
very few of these will bank all sizes of customer (from large 
corporate to SME) globally. Any global bank that does bank 
the full spectrum of client size can be especially useful when 
relocating some/all of a supply chain. Not only may it already 
be banking some potential new suppliers that it can introduce, 
but it may also be able to on-board those suppliers more 
rapidly, as it will already have conducted know your customer 
due diligence on them. 

While it is not technology alone that will safely facilitate 
a major supply chain change, the interaction across the 
corporate, the bank and technology will definitely play an 
important role in this. Any necessary changes or additions 
to corporate ERP or treasury management systems, will be 
more quickly and reliably made if the bank is able to offer local 
language expertise for these technologies.

Conclusion
Today’s reality is that treasury and a corporate’s supply chain 
disruption is becoming persistent. Geopolitical factors are 
on the rise which, in conjunction with more recent additional 
considerations such as climate change and sustainability, 
makes it essential that treasury is prepared for this eventuality. 
However, while disruption-proofing treasury and the financial 
supply chain in support of the physical one is not trivial, it is by 
no means impossible. A combination of preparation, internal 
co-operation and the assistance of a suitable banking partner 
can not only accomplish this, but may also ultimately provide 
a competitive edge by enabling the corporation to respond 
rapidly to opportunity as well as necessity.



Strategically located at the crossroads of Europe, Asia and Africa, Saudi Arabia has historically relied on its merchant 
roots and oil reserves to drive economic growth. Today, however, as part of a blueprint for a better future, the Saudi 
government is implementing measures to create a digitally-transformed, diverse economy. For corporate treasurers 
operating in the kingdom, or considering expansion into the country, this new digital era offers exciting efficiency 
opportunities and the chance to shape a sustainable future.

Saudi Arabia stands on the cusp of a social and economic 
revolution. Vision 2030, an ambitious reform agenda launched 
by Crown Prince Mohammed bin Salman in 2016, is rapidly 
transforming Saudi Arabia from an oil-dependent economy 
into a digitally-enabled international trade-, innovation- and 
investment hub1.

A key pillar of this vision is the government’s Digital 
Transformation Programme which aims to build a digital 
government, -society, and -economy, with an industry based 
on the Fourth Industrial Revolution2. As Lance Kawaguchi, 
Managing Director, Global Head – Corporates, Global 

Liquidity and Cash Management, HSBC, explains: “The 
Saudi government recognises that a sophisticated digital 
infrastructure is essential for attracting investors, enhancing 
competitiveness3 and, above all, diversifying the country’s 
economy, given that 42 per cent4 of the kingdom’s GDP is 
currently generated by oil and gas industries.”

In fact, estimates suggest that the transformative technologies 
being introduced as part of the Fourth Industrial Revolution 
“represent a SAR 1tr opportunity for the country, contributing 
up to 4 per cent of non-oil GDP annually by 20305. And this is 
just one aspect of digital transformation,” notes Kawaguchi.

1 https://vision2030.gov.sa/en
2 https://www.mcit.gov.sa/en/media-center/news/99864
3 https://vision2030.gov.sa/download/file/fid/417
4 https://www.indexmundi.com/saudi_arabia/economy_profile.html
5  http://www.middle-east.atkearney.com/documents/787838/17626351/1-Realizing+the+Benefits+of+4IR+Future+of+Production+in+KSA.pdf/01c9689d-3e42-cafd-2ce2 

dd90012b68d3

Blazing a transformation 
trail: Saudi Arabia’s new  
digital frontier

Contributors

Ghada Al Jarbou, 
Head of Global Liquidity and Cash Management, 
Saudi British Bank (SABB)
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From ideas to action
But creating a truly digital Saudi Arabia will require much more 
than a statement of intent and a willingness to adapt to new 
technologies. Alongside the Vision 2030 rhetoric, therefore, the 
government is paving the way for change through its National 
Digitisation Unit (NDU). Ghada Al Jarbou, Head of Global 
Liquidity and Cash Management, Saudi British Bank (SABB), 
says: “This centre of excellence is an enabler, disruptor, 
incubator and guardian of a portfolio of digital transformation 
programmes.” And by “engaging with different government 
ministries and private stakeholders, the NDU is helping to 
create a harmonised, national, digital ecosystem.”

Furthermore, the Saudi government is leading by example, 
setting ambitious digital transformation targets for itself and 

the country, says Al Jarbou. “There is an aspirational target 
for Saudi Arabia to become the leader in e-Government in the 
Middle East by 2030, and ideally to be ranked within the top 
five e-Governments globally6 within that timeframe.” To put 
the size of that challenge into context, Riyadh ranked 30th 
in the United Nations’ e-Government Survey7 in 2018, and 
the likes of Dubai ranked 16th so the journey ahead is by no 
means simple8.

Arguably the most ambitious target set out under 
Vision 2030, and among the most relevant to corporate 
treasurers, however, is the drive towards a cashless society. 
“The programme commits to increasing non-cash 
transactions from 18 per cent in 2016 to 28 per cent by 20209.” 
says Al Jarbou. 

“As such, the government, central bank, and proactive 
commercial banks in the region are focusing significant 
efforts on supporting digital payments and encouraging a 
wider shift in mindset towards digital commerce,” comments 
Kawaguchi. Debit cards are therefore becoming more 
popular in the country, he says, with in excess of 29 million 
now in circulation10. And in November 2016, the Saudi 
Arabian Monetary Authority (SAMA), introduced a low-value 
contactless payment service, called Mada Atheer11, in a bid to 
further boost debit card usage and reduce reliance on cash. 

In April 2018, SAMA also announced that debit cards can now 
be used to shop online12. “Together with the rise of e-wallets, 
this will give a significant boost to the country’s e-commerce 
market, which is expected to be worth USD22bn by 202213. 
In turn, the rise of new e-commerce platforms, such as Noon.
com, should help to drive electronic payments as consumers 
become more comfortable with online shopping,” adds 
Al Jarbou. “This is especially true given the kingdom’s young 
demographic – 51 per cent of the population are under 25 years 
old14 – and the high penetration of smartphones in the country,” 
she notes.

Although recent payments innovations have tended to centre 
around Saudi Arabian consumers, growing competition from 
fintechs and a willingness among certain commercial banks 
to innovate is seeing digital transformation taking place in the 
corporate space too.

The SABB story
SABB is one of the leading financial services group in Saudi Arabia and an associate company of the HSBC Group.

Through this unique partnership, SABB provides corporate clients with best practice in-country cash and liquidity solutions, 
supports local companies’ expansion across the Middle East and beyond, and helps HSBC clients from other geographies to do 
business in Saudi Arabia – in the same, seamless manner that they do at home.

SABB has consistently been voted ‘Best Cash Management Provider in Saudi Arabia’ by Euromoney for the last nine years* – 
and the bank continues to lead the pack, not least through its digital innovations.

* Award wins: 2008-2015 & 2018 – Euromoney did not run this category in its 2016 & 2017 Awards.

Next generation treasury
One area where SABB has demonstrated digital innovation 
in combination with specific local expertise is customised 
e-Government cash and liquidity solutions. “For example, SABB 
worked with the Saudi Ports Authority to digitise the payments 
and collections of fees across all parties involved within the 
ports ecosystem, based on cross-funding of wallets across 
virtual accounts,” says Al Jarbou. “This digital solution will save 
the port authority significant amounts of time when reconciling 
incoming payments, ultimately enabling them to release goods 
more swiftly – for the benefit of end users.”

With the rise of the smart city under Vision 2030, SABB is also 
helping transport companies to embrace innovative mobile 
collection solutions, with offline authorisation capabilities. 
Treasurers in other sectors, too, are becoming more comfortable 
with mobile channels, increasingly taking advantage of SABB’s 
secure mobile offering to approve payments on-the-go.

Elsewhere, SABB is busy innovating in the cross-border 
payments space. “Saudi Arabia is one of the largest remittances 
markets in the world, so a key focus is improving cross-border 
payments, making them cheaper and faster for our corporate 
clients,” says Al Jarbou. “While the central bank is working 
on domestic instant payments offerings and investigating the 
possibility of real-time cross-border transactions with the UAE 
using a cryptocurrency15, we are keen to offer instant payments 
on a global scale as soon as possible,” she explains. As such, 
SABB is one of the three banks approved by the central bank to 
test connections with Ripple for instant settlement of cross-
border transfers using blockchain technology. “We have just 
gone live end of December 2018,” she enthuses.

10 https://www.menabytes.com/saudi-debit-card-online-shopping/

11 http://www.sama.gov.sa/en-US/News/Pages/news08112016.aspx

12 https://www.menabytes.com/saudi-debit-card-online-shopping/

13 https://www.menabytes.com/saudi-debit-card-online-shopping/

14  https://www.huffingtonpost.com/joseph-braude/surveying-saudi-arabias-
y_b_12619198.html

15  https://www.ccn.com/uae-and-saudi-arabian-central-banks-to-jointly-launch-a-cross-
border-cryptocurrency/

6 http://www.arabnews.com/news/top-5-ranking-saudi-e-government-2030

7 http://www.arabnews.com/node/1344196/saudi-arabia

8 https://publicadministration.un.org/egovkb/portals/egovkb/documents/un/2018-survey/e-government%20survey%202018_final%20for%20web.pdf

9 https://vision2030.gov.sa/download/file/fid/1472
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Time to get onboard
SABB has been actively playing a role in encouraging digital 
transformation within Saudi Arabia for many years, however, 
the sea change that Vision 2030 requires will only happen in 
earnest once corporates buy in to these digital innovations and 
start proactively deploying them. “Some companies have been 
operating in Saudi Arabia for almost a century – and this kind of 
heritage can sometimes lead to resistance to change or a lack 
of awareness around how processes have moved on,” 
says Al Jarbou.

“The digital transformation taking place in the kingdom under 
Vision 2030 is the perfect catalyst for corporate treasurers to 
take stock of where their operations are currently, and how they 
compare to local and global benchmarks,” adds Kawaguchi. 
“Treasurers can then work with their banking partners to identify 
the right digital tools to help them manage their business more 
effectively, improve workflows, increase transparency, free up 
resources, reduce fraud and optimise working capital,” 
he comments.

“There are also significant potential sustainability benefits 
to digital transformation within treasury that should not be 
overlooked, especially given Saudi Arabia’s increasing focus on 
sustainability under Vision 203016,” he notes. Removing paper 
from treasury processes could, for example, help to reduce 
the company’s carbon footprint17, whilst lowering costs and 
improving audit trails.

By far the biggest incentive to get onboard with Saudi Arabia’s 
digital transformation sooner rather than later, however, is quite 
simply that change is already happening. “As the projects we’ve 
undertaken with local corporates and government entities 
demonstrate, a new digital ecosystem is quickly emerging in 
Saudi Arabia. Treasurers who fail to digitise swiftly may find that 
they can no longer connect to all of their counterparties, or that 
their reluctance to embrace digital transformation is denting the 
organisation’s overall competitiveness,” Al Jarbou cautions.

To support treasurers in their digitisation journeys, HSBC will 
continue to invest in its digital capabilities across the globe, 
says Kawaguchi. “We will also work hand-in-hand with SABB to 
share best practice digital solutions suited to the Saudi market, 
while helping treasurers to manage the risks that a new digital 
ecosystem presents, both locally and globally,” he concludes.

16 http://www.arabnews.com/node/1284866/saudi-arabia

17  https://tricostar.com/news-feed/industry-news/benefits-paper-reducing-carbon-
footprint/

Pushing the envelope
Since SABB is an associate company of the HSBC Group, 
however, “The bank’s corporate customers are also able to 
benefit from the work that HSBC is undertaking in parallel 
around SWIFT’s global payments innovation (gpi) initiative,” 
comments Kawaguchi. “This means that our clients in Saudi 
Arabia get the best of both worlds – they can leverage SABB’s 
local knowledge and access to innovative sandbox projects, 
for example, while benefitting from HSBC’s global network and 
our experience of pioneering digital transformation in markets 
across the world – including through our innovation labs,” 
he says.

Another good example of the power of this joint venture is 
SABB’s ability to leverage HSBC’s Digital Transformation for 
Corporates (DTC) programme, through HSBCnet, as a means 
to deliver cutting-edge digital services to customers in 
Saudi Arabia, and to provide a consistent look and feel across 
the entire network, wherever corporates are using SABB or 
HSBC services.

“In addition to delivering on evolving corporate data needs 
through the use of application programming interfaces 
(APIs), DTC also provides the consistent user experience that 
multinational corporates now demand. Moreover, innovation 
investment such as DTC eases the path to future enhancements 
and the incorporation of emerging technology solutions into 
our platforms,” notes Kawaguchi. This makes our local 
and global propositions very compelling to both local and 
international clients.

The relationship between HSBC and SABB is most definitely a 
two-way street, however. “SABB has significant experience in 
card payments, whereas this has not traditionally been a focus 
for HSBC. Through SABB’s knowledge and network, HSBC 
is now looking to leverage SABB’s card acquiring capabilities 
throughout the Middle East,” says Al Jarbou. “HSBC is 
evaluating best practice SABB solutions, such as a prepaid 
payroll card and cash deposit machines, for the mutual benefit 
of corporate clients in other geographies.”
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The Fourth Industrial Revolution, or Industry 4.0, is fostering innovation across all sectors by combining the skills of 
humans and intelligent machines to deliver process efficiencies, data-driven insights, and new growth opportunities. 
Fundamentally altering the way we work and interact, Industry 4.0 technologies are also powering a new breed of 
treasury management solutions and strategies, marking the advent of Treasury 4.0. 

Industry 4.0 is changing the way businesses operate and compete. Without a robust understanding of the challenges and 
opportunities that Industry 4.0 – and importantly Treasury 4.0 – brings, companies risk losing their competitive edge.

Next Generation 
Treasury Management:

From Industry 4.0 
to Treasury 4.0
Views from industry leaders at HSBC Global Liquidity and Cash Management - 
Corporates Event held in Houston, USA (February 2019)

Contributors

Drew Douglas, 
Regional Head of Global Liquidity and Cash Management, 
North America, HSBC

David Andrada, 
Global Sector Head, Natural Resources & Utilities, Global 
Liquidity and Cash Management, HSBC

Moshe Vardi, 
Professor of Computer Science Rice University and 
Distinguished Service Professor and Director of the Ken 
Kennedy Institute for Information Technology

Rajiv Shah, 

Data Scientist, DataRobot

Sri Vishwanathan, 
Director, Treasury Transformation and Technology, HP Inc.

Carmen Gay, 
Director of Corporate Cash Management, Anadarko 
Petroleum Corporation

Witland LeBlanc, 
Vice President, Head of Corporate Treasury and Tax, 
Oceaneering International

Eric Burns, 
Assistant Treasurer, Cash & Banking, Marathon Oil

Kevin Stibora, 
Director for Americas TSC and Consulting, HP Inc.

Eleanor Hill, 
Editor, Treasury Management International (TMI)
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What is Industry 4.0?

In an exclusive interview with HSBC’s David Andrada 
– Global Sector Head, Natural Resources & Utilities, 
Global Liquidity and Cash Management, HSBC, and TMI, 
Moshe Vardi, an award-winning Professor of Computer 
Science at Rice University, explained the origins and 
impact of Industry 4.0: “The Fourth Industrial Revolution 
is a term coined by Professor Klaus Schwab, Founder 
and Executive Chairman of the World Economic Forum. 
Far more than just a ‘buzzphrase’ the Fourth Industrial 
Revolution is impacting economies and industries, as 
well as challenging ethics and, ultimately, humanity 
itself.”

As Vardi summarised, “The First Industrial Revolution 
began in the 1760s and used water and steam power to 
mechanise production, notably in the textiles industry. 
The Second Industrial Revolution started in the 1870s 
and leveraged electric power to create mass production. 
We also saw trends such as the rise of the automobile, 
and societal shifts such as urbanisation.

“The Third Industrial Revolution began in earnest in the 
1960s and saw electronics and information technology 

start to automate production. Now, the Fourth 
Industrial Revolution, or Industry 4.0 is here. This is an 
era of hyper-connectivity that is driving convergence 
between the physical and digital worlds, to create new 
ecosystems, and new ways of working – by combining 
the power of machines and humans.”

Some of the many technologies that are driving the 
Fourth Industrial Revolution include: the Internet of 
Things (IoT); Robotic Process Automation (RPA); Open 
Application Programming Interfaces (APIs); Distributed 
Ledger Technology (DLT) or blockchain; Artificial 
intelligence (AI) and Machine Learning (ML); big data and 
advanced data analytics; cloud computing.

Andrada also commented the impact from a Corporate 
Treasury perspective, “The access to technology and 
hi-tech tools are now readily available and no longer a 
concept of the future. For Treasurers, this means they 
can be creative in co-creating solutions for day to day 
operational based situations leading Innovation 
and Disruption”

As such, treasurers must look beyond the hype towards 
practical, real-world applications of disruptive technologies 
within the treasury function. This was precisely the aim of HSBC 
Global Liquidity and Cash Management’s Third Annual Natural 
Resources and Utilities Treasury Forum, held in February 2019 
in Houston; helping over 100 corporate attendees to understand 
how Industry 4.0 technologies can lead to Treasury 4.0 – a 
smart, next generation treasury function.

As Lance Kawaguchi, Managing Director, Global Head – 
Corporates, Global Liquidity and Cash Management, HSBC, 
explained in his opening remarks, “Industry 4.0 will have 
impacts far beyond the production line – changing the entire 
business landscape and redesigning humans’ role within it. 
This applies to treasury too – Treasury 4.0 is coming. And next 
generation treasury functions will be: automated, data-driven, 
real-time, forward-looking, and increasingly strategic.”

While cash and liquidity management has been considered a 
‘commoditised’ activity in the past, Kawaguchi also said that 
“Innovative solutions resulting from Industry 4.0 are creating 
a set of new dynamics that could transform cash and treasury 
operations, as well as liquidity and risk management strategies.”

Case in point 
To illustrate the power of Industry 4.0, Drew Douglas, Regional 
Head of HSBC Global Liquidity and Cash Management, North 
America, then took to the stage to explain how HSBC has been 
using disruptive technologies – to the benefit of the bank and 
its customers.

“The evidence of remarkable technological change runs 
across all aspects of our lives and as leaders in our respective 
industries, we are tasked with navigating the complex changes 

and embracing those that can transform our contribution to 
our organisations,” noted Douglas.

“At HSBC, we realise the importance of re-engineering 
legacy processes and embracing innovation – which is 
why we are already utilising robotic process automation. 
A great example is THOR (The Hybrid Operations Robot), 
which we use for information aggregation and extraction, 
as well as data reconciliation, thereby enabling a smart digital 
workflow. It supports automation for both structured and 
unstructured data.” 

There are numerous use cases for THOR: it has enhanced wire 
processing in the bank’s Global Markets business, making high 
volume payments flow more swiftly. In Global Liquidity and 
Cash Management, THOR has freed up client service staff from 
manual and repetitive work, empowering them to spend more 
time directly servicing clients. In fact, during the development of 
THOR, “The client services team provided on-the-ground 
insight around opportunities to better serve clients, 
demonstrating that THOR is a collaboration between people, 
process and technology.” 

Further use cases for THOR are constantly being identified 
and explored across the bank. As Douglas commented, “It is 
important to treat this as a continuous improvement journey. 
Technology keeps evolving, as does the world around us. 
So, sustained transformation efforts and investments will 
be required – this is true for banks and corporate treasury 
functions,” he said.

“As such, we will continue to collaborate with our clients, 
helping them to keep pace, and eventually stay ahead of, 
evolving technology to create value” Douglas concluded.
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Key learnings from HSBC’s robotics journey
 ® Fear of the unknown is one of the most significant 
barriers to digital transformation. It is time to stop thinking 
of robotics as a ‘sci-fi’ tool of the future. Robotics is a 
tangible, practical tool that leading-edge organisations are 
deploying today. And it is rapidly changing the way these 
organisations carry out manual, high-volume, repetitive 
processes – for the better. 

 ® Technology is only one piece of the puzzle. People 
bring the insight and inspiration, as well as the instinct that 
machines lack. But, to enable the journey, new skill sets 
and an inquisitive mindset are required. 

 ® Organisations must hire and develop the right talent 
to harness the true power of technology. This means 
addressing imbalances in generational diversity across the 
organisation – including the treasury function.

Intelligent solutions 
Another way that banks are looking to innovate and help 
customers take advantage of new technologies is through 
collaboration with fintechs. Rajiv Shah, Data Scientist 
at DataRobot, was invited to present to the audience on 
opportunities arising from artificial intelligence (AI).

“Tools such as AI and machine learning (ML) enable computers 
to look through your data and find patterns much more quickly 
and efficiently than humans could – also taking into account far 
more characteristics of that data. AI and ML also have the ability 
to replace rules-based systems altogether, in order to automate 
decision-making, or to vastly improve it, he said.” The impact of 
this on productivity should not be underestimated, he warned, 
quoting a Gartner prediction that AI will generate $2.9tr. in 
business value and recover 6.2bn hours of worker productivity 
by 2021.

Shah went on to explain how, in the oil and gas industry, AI 
or ML could be applied in any number of use cases – from 
identifying new customers to predicting the future production 
level of an oil well by analysing historical production data in new 
ways. He then outlined how some treasurers are using AI to 
improve cash flow forecasting. 

The starting point is to analyse past data, categorise incoming 
payments, and identify payment behaviours, he said. Outgoing 
payments can also be analysed in a similar way – although 
these are typically much easier to predict. By building a model 
for the incoming payments and a separate model for the 
outgoing payments, and combining the two, treasurers can 
then bring their current bank account balances – across multiple 
banks – into the equation. Off the back of this, treasury should 
be able to achieve an accurate cash flow forecast and consider 
new ways to free up working capital (see Figure 1).

Finally, Shah shared another use case, around how ML can improve fraud detection. “Fraud is typically handled by simple rules of 
thumb. We know certain types of transactions are likely to be fraudulent. These rules of thumb are a great place to bring in machine 
learning. You keep humans in the loop, but by adding a simple predictive model that learns what is fraud and what isn’t, companies 
can achieve much better performance in terms of detecting fraud and lowering their false positives,” he explained. 

“In addition, we can also use AI for anomaly detection – essentially flagging up those transactions that appear normal but 
are actually unusual. The computer identifies the anomalies and alerts a human to make a decision on the matter, giving the 
investigation team higher quality information in a much shorter timeframe,” he explained. 

“These are all concrete ways that AI and ML can add value to the organisation – which is ultimately what Industry 4.0 and Treasury 
4.0 are all about. But to make the most of these technologies, it is important to truly understand the challenge you are looking to 
solve and be sure that it really matters to the organisation – not just to your department,” he cautioned.
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Leapfrogging Treasury 3.0 
Next to take the stage was Sri Vishwanathan, Director, Treasury 
Transformation and Technology, HP Inc, who presented 
highlights from the organisation’s treasury transformation 
journey which began in 2016 once HP split into HP Inc (HPI) and 
HP Enterprise (HPE). “We are currently functioning at around 
the Treasury 2.0 level, extending towards 3.0, but we definitely 
want to reach the Treasury 4.0 level,” he said, explaining the 
rationale for the transformation work.

“Our transformation journey started with understanding what 
our strengths and weaknesses were and identifying our pain 
points from a people, process and technology standpoint. 
To our credit, we already had a relatively centralised treasury 

structure in place, with regional hubs in the Americas, 
EMEA and Asia Pacific/Japan. Our in-house bank was pretty 
sophisticated too and we had a TMS in place. Nevertheless, 
there were still a number of gaps,” noted Vishwanathan.

From this gap analysis, HPI identified four key drivers for its 
treasury transformation journey:

“These drivers became the basis for our transformation 
business case, with management buying in to the potential 
for bank savings, more efficient investment management, 
increased interest income, reduced risk, and lower 
compliance costs.

With the relevant investment secured, we decided to organise 
our transformation programme into three pillars:

1. Bank Rationalisation. 
To consolidate our bank relationships and optimise our bank 
account structure.

2. Treasury Management System upgrade. 
To achieve greater automation, institute best-in-class processes 
and achieve a single source of truth for treasury master data 
and transactional data – connecting the TMS to the ERP.

3. SWIFT connectivity for key banks. 
To standardise reporting and payments using the bank-agnostic 
SWIFT network. We also wanted to standardise the cash 
application process and accounting, as well as instituting 
advanced payments processing and monitoring mechanisms.

“At present, circa 75% of the bank rationalisation project 
is complete; there are further opportunities ahead. We are 
currently in the process of implementing SAP as our new TMS, 
which we are tackling through four releases, and we are now on 
release three. In addition, we are connected to 80% of our bank 
accounts via SWIFT, but we still have a handful of smaller banks 
that don’t support our connectivity requirements.”

Looking ahead, therefore, the bank rationalisation exercise 
will continue, with a focus on choosing relationships that can 
help HPI derive greater value from its banking set-up, within 
a standard connectivity model. “We will also be looking at 
some next generation technologies that banks are offering like 
virtual accounts, along with payments on behalf of (POBO) and 
collections on behalf of (COBO), and cashless intercompany 
netting.”

Another part of the transformation journey is embracing 
robotics and analytics, so HPI will be looking to leverage 
RPA to automate routine treasury processes, create common 
analytical reports and assist with future state analytics. Slightly 
further ahead, perhaps three years out, Vishwanathan may 
more seriously consider solutions powered by blockchain/
distributed ledger technology (DLT), machine learning, and data 
science/predictive modelling – “and we have a team looking at 
the possibilities of Industry 4.0 technologies to improve cash 
forecasting,” he notes.

On this point, one of his takeaways for the audience was that “It 
is not always necessary to complete Treasury 2.0 and 3.0 before 
moving on to Treasury 4.0. Technology has evolved to such a 
level that it is no longer necessary to wait. As long as you have 
the fundamentals in place, such as clean data, you can start 
preparing for Treasury 4.0 today.”

Key Driver Goal

Banking Structure

 ® Simplify and standardise banking structure
 ® Consolidation of bank relationships and reduce bank 
accounts

 ® Generate bank fee savings

Bank Connectivity
 ® Standardised and consistent bank communication 
mechanism

 ® Implement SWIFT connectivity

Cash Management

 ® Better liquidity management through timely availability of 
forecast information

 ® Achieve 100% cash visibility
 ® Reduce operating balances and optimise investments

Operational Risk
 ® Secure System integrated with ERP
 ® Automation of manual processes
 ® Mitigate downtime and end of life risk
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Getting ready for Treasury 4.0

A high-powered panel of industry experts carried on this theme 
during an hour-long discussion, providing concrete examples 
of Treasury 4.0 technologies in action. The panel began by 
outlining use-cases for Robotic Process Automation (RPA), with 
LeBlanc explaining that Oceaneering “Is certainly looking at 
the potential of bots to improve collections. We also see great 
potential in using bots to aggregate bank account information, 
providing greater visibility over company cash, in a much 
shorter timeframe and with a greatly reduced manual burden.”

Gay is also in the process of exploring the potential of bots, 
having already created one bot to help with bank account 
reconciliation. “We would ideally like to build a bot that can pull 
bank account statements from all of our banks’ portals and file 
these statements for audit purposes.” Another use case Gay 
has identified, more specific to oil and gas, is to build a bot that 
can “Structure tax payments to local authorities in the correct 
format for each of those organisations, since doing so manually 
is hugely inefficient.”

Moving on to discuss the potential of artificial intelligence, 
Stibora concentrated on the potential of AI to improve cash 
flow forecasting. “AI has the capacity to compute vast swathes 
of data, and by rolling out machine learning, it is possible to 
identify cash flow bottlenecks and working capital optimisation 
opportunities that treasury teams simply aren’t able to 
see today.” 

He continued: “AI is about unlocking hidden value within your 
treasury processes through automation and data-driven insights 
that enable the team to be more strategic.” Another tool the 
panellists believed could help free up the treasury team was 
Application Programming Interfaces (APIs). Gay explained: 
“The banks are working on a number of API-based solutions 
to help treasurers see all of their cash balances in one place, 
for example. At Anadarko, we are also keen to leverage APIs 
ourselves, potentially building a KYC Repository of our own that 
we can permission our banks to access – so that they come to 
us to pull the documentation they need, rather than us spending 
time pushing it out to our various banks.” 

One of the other Industry 4.0 technologies that the 
panel discussed was blockchain, or distributed ledger 
technology (DLT).

Andrada spoke about the potential of DLT to revolutionise the 
world of global trade, and blockchain-based platforms such as 
we.trade, which HSBC is pioneering, are already making open 
account trade safer and quicker for corporates. “Elsewhere, 
HSBC has used DLT internally for FX transactions – and in 2018, 
we processed circa $250bn of cross-currency payments via the 
blockchain for our own FX settlements. We see great potential 
to roll this solution out to corporates,” commented Andrada.

As much as all of this innovation is exciting, Burns emphasised 
the importance of due diligence and value of collaboration 
across the organisation. In addition to in-depth conversations 
with consultants and relationship banks to ensure that treasury 
is choosing the right technology tools, “not just jumping on the 
bandwagon”, Burns advocated close co-operation with internal 
teams, especially IT. “Treasury is not an island and cannot 
function at an optimal level without strong internal partnerships. 
In the Treasury 2.0 world, we were joined at the hip with our tax 
and accounting function. In the Treasury 4.0 world, we will have 
a symbiotic relationship with IT,” he predicted. “Not just in terms 
of cybersecurity, but in terms of leveraging technology to truly 
add value to the business.”

The panel also discussed the need for up-skilling treasury teams 
to make the most of new technologies. Stibora and LeBlanc 
both spoke about treasury talent of the future, debating whether 
data science capabilities might become more prized than 
technical treasury qualifications. 

To wrap up, the panellists shared some words of wisdom 
around moving towards Treasury 4.0. In terms of choosing the 
right technologies going forward, Burns’ advice to the audience 
was to consider “flexibility alongside all of the prerequisites 
such as security, functionality, partnership approach, budget, 
and management support.” The other panellists were in 
agreement, with Andrada adding that “Treasury 4.0 is an 
evolution, a journey, an opportunity to future-proof treasury. It’s 
not just about improving operations today; it’s about looking for 
efficiencies tomorrow.” 

Andrada closed the panel by explaining HSBC’s intention to 
co-create further Treasury 4.0 solutions hand-in-hand with 
clients, observing that “This is an incredibly exciting time to 
be in treasury – and you have a unique opportunity to shape 
the future of treasury management, not just for your own 
organisation, but for the industry as a whole.”

The World in 2030 
Following the lively panel discussion, Nicholas Smithie, 
Managing Director, Senior GEM Multi-Asset Strategist, HSBC 
Securities (USA) Inc., gave an insightful presentation based on 
HSBC Global Research’s Report entitled ‘The World in 2030’.

The full Research Report makes for very interesting reading and 
provides the perfect backdrop to any considerations around the 
adoption of Industry 4.0 and Treasury 4.0 technologies.

Cybersecurity in a 4.0 world 
Last, but by no means least, Charles Henderson, Global Partner 
and Head of X-Force Red, IBM Security, helped the audience to 
understand how to stay protected against cyber threats in an 
increasingly connected world. X-Force Red is an autonomous 
team of veteran hackers hired to break into organisations and 
uncover risky vulnerabilities that criminal attackers may use for 
personal gain. 

By sharing off-the-record learnings from his team’s 
engagements with clients, Henderson educated the 
audience on emerging vulnerabilities arising from converging 
technologies. He also shared some top tips on staying 
cybersecure:

1. When you think of technology use cases, think of “abuse 
cases” too – this is how cybercriminals approach systems, and 
to stay one step ahead, you have to walk in their shoes.

2. Don’t forget to fix what you find. Highlighting a security 
flaw doesn’t eliminate it. Knowing about the problem is not the 
battle; fixing the problem is. Make sure it is resolved and stays 
fixed in the future.

3. Upgrade your passwords. 8-character passwords take circa 
three minutes to crack. Using sentences as passwords is far 
more secure and a must for systems or apps that give access to 
sensitive information, not least password storage services.

4. Embody a speak-up culture. Robust cybersecurity policies 
have no inherent worth if individuals do not feel empowered 
to question instructions or to flag up weaknesses in protocols. 
People are key in the fight against cybercrime and organisations 
must encourage them to speak up, with a no-recrimination 
approach.

The road ahead 
Kawaguchi closed the Forum by explaining that, “As the 
Fourth Industrial Revolution progresses, HSBC will continue to 
help treasurers identify concrete applications of Industry 4.0 
technology within their treasury function.

“Through upcoming Global Liquidity & Cash Management 
Regional Roadshows in 2019 and our day-to-day client 
conversations, we will also bring you insights from Treasury 
4.0 champions, including your peers. In addition, we will help 
you to weigh up the potential risks associated with Treasury 4.0 
and outline practical ways to move towards a 4.0 environment, 
including up-skilling the treasury team. Of course, HSBC will 
also continue to invest in technology across the bank, with the 
aim of making things simpler, faster and better for you, our 
clients,” he concluded.
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Next generation treasury functions will work in real-time, with highly integrated, automated systems. Treasury teams 
will leverage intelligent tools, driven by emerging technologies; data will power forward-looking decision-making; and 
manual legwork will give way to strategic thinking. But how can treasurers deploy innovations associated with the Fourth 
Industrial Revolution, also known as Industry 4.0, to work towards this vision of Treasury 4.0?

Expert panellists debated answers to this question during a dynamic roundtable debate at HSBC’s third annual Global Liquidity and 
Cash Management Natural Resources and Utilities Forum, held in Houston, USA, in February 2019. Here follows an edited version 
of the discussion, featuring insights and real-life experiences from five industry leaders.

Time to Level Up:

Reaching Treasury 4.0
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Introduction
The Fourth Industrial Revolution, or Industry 4.0, is the 
use of existing and emerging technologies to combine the 
digital and physical worlds, and to converge the power of 
humans and machines. Examples of technologies that are 
driving Industry 4.0 include: the Internet of Things (IoT), 
Artificial Intelligence (AI) and Machine Learning, Robotics 
Process Automation (RPA) and big data and data analytics.

It’s important to understand that Industry 4.0 will have 
impacts far beyond the production line – changing the 
entire business landscape and redesigning humans’ role 
within it. This applies to treasury too – Treasury 4.0 is 
coming. And next generation treasury functions will be: 
automated, data-driven, real-time, forward-looking and 
increasingly strategic.

As such, Treasury 4.0 is really about next generation 
treasury and how treasury leaders can leverage some of 
the latest technologies to help their teams work smarter 
and faster. In the 4.0 world, treasurers will also need to 
look for new ways to add value to the business.

Use cases for Treasury 
4.0 technologies
EH: Some of the buzzphrases associated with Treasury 4.0 
need to be demystified. So, what potential use cases are 
there for Robotics Process Automation (RPA) in treasury?

Carmen Gay, Anadarko (CG): We’re currently working on 
three use cases for RPA. The first is a bot that can pull bank 
account statements from all of our banks’ portals and file these 
statements for audit purposes. The second is more specific 
to oil and gas, and is a bot that can structure tax payments 
to local authorities in the correct format for each of those 
organisations, since doing so manually is hugely inefficient. 
Finally, we are also keen to build a bot to reconcile our 
escrow accounts. 

Kevin Stibora, HPI (KS): RPA can be used in many treasury 
contexts to gather data and produce a report in a consistent, 
standardised format. So, more or less any manually-intensive 
treasury process can be automated, at least to some extent, 
using RPA. 

Eric Burns, Marathon Oil (EB): We are still evaluating RPA use 
cases, but an important message for the treasury team is that 
RPA is not about eliminating your job; it’s about freeing up time 
so that you can be a better decision maker.

EH: How might treasurers deploy artificial intelligence and 
machine learning to improve treasury processes?

KS: Cash flow forecasting is one of the key areas where AI 
can add value. AI has the capacity to compute vast swathes 
of data, and by rolling out machine learning, it is possible to 
identify cash flow bottlenecks and working capital optimisation 
opportunities that treasury teams simply aren’t able to 
see today. 

Our controllership function has built a cash flow forecasting 
model that leverages AI. It is fed with historical and actual 
data, it then creates a forecast, measures it, and analyses it 
for new correlations across a huge amount of variables. It’s 
also possible to run simulations at lightning speed and to feed 
the results of those back into the forecast. This has improved 
our forecasting greatly and treasury uses the data from the 
model extensively for our liquidity planning, since we now have 
more certainty around what is true operating cash and what is 
strategic cash. 

David Andrada, HSBC (DA) HSBC is working with a fintech 
partner on precisely this topic – leveraging AI to improve cash 
flow forecasting and optimise working capital. Several of our 
corporate clients are currently piloting this intelligent approach 
to forecasting and we see great potential for this going forward. 
And to pick up on Eric’s earlier point, AI is a great example 
of how Industry 4.0 technologies can help treasury teams to 
work smarter – it’s not about replacing humans, it’s a case of 
enabling people to make better informed decisions.

EH: How might application programming interfaces (APIs) 
improve treasury processes?

CG: Banks are working on a number of API-based solutions 
to help treasurers see all of their cash balances in one place, 
for example, and we are watching those with interest. But 
at Anadarko, we are also keen to leverage APIs ourselves, 
potentially building a KYC Repository of our own that we can 
permission our banks to access – so that they come to us to 

pull the documentation they need, rather than us spending time 
pushing it out to our various banks.

We have evaluated external KYC solutions, as there are a few in 
the industry, but we feel that having our own solutions would 
be better from a customisation and control point of view.

EB: I couldn’t agree more. We have also evaluated some of 
the industry solutions as we would like to streamline our KYC 
processes, but the security and permissioning side of things 
is a concern. It will be interesting to see how SWIFT’s KYC 
Registry develops, now that it is open to corporates.

Lance Kawaguchi, HSBC (LK): Our commercial banking 
business in the US has recently announced the launch of the 
Digital Partner Platform which will leverage a series of APIs 
to address client pain points, beginning with an API to digitise 
commercial onboarding. And in Europe, we recently launched 
a Developer Portal - a secure sandbox environment - where 
fintechs can test APIs for Account Information, Payment 
Initiation and Funds Confirmation. Ultimately, we hope that 
this will lead to increased customer choice in using Account 
Information Services and Payment Initiation Services, 
and greater confidence when consenting to share their 
financial data.

We are also leveraging APIs ‘behind the scenes’ in the bank 
through initiatives such as our Digital Transformation for 
Corporates (DTC) programme. A core part of DTC is the 
development of a range of APIs that streamline the extraction 
and normalisation of granular data from the various transaction 
processing systems – with the aim of making corporates’ user 
experience more seamless.

EH: Another Indsutry 4.0 buzzword is ‘blockchain’. 
Are there any concrete applications of blockchain, or 
distributed ledger technology (DLT) that are truly relevant 
to treasury?

EB: There are well-known use cases in the trade finance space, 
removing paper from the process and using smart contracts 
to execute transactions so that monies can flow more swiftly, 
for example. But it would be interesting to learn more about 
blockchain applications in the cash management space – 
around payments, for example.

CG: Well, we actually have a number of challenges around 
cross-border payments that I would ideally like to solve with 
our own blockchain solution. We often have to move large 
amounts of funds between hard-to-reach geographies, and that 
is complicated futher by different tax treaties. If we could create 
our own blockchain solution for those cross-border payments, 
it would provide numerous process efficiency benefits. 
Since the blockhain ledger is immutable, it would also bring 
advantages in the audit space. 

DA: As Eric mentioned, DLT stands to revolutionise the world 
of global trade, and blockchain-based platforms such as 
we.trade, which HSBC is pioneering, are already making open 
account trades safer and quicker for corporates. Elsewhere, 
HSBC has used DLT internally for FX transactions – and in 2018, 
we processed circa $250bn of cross-currency payments via the 
blockchain. We see great potential to roll this solution out to 
corporates as an alternative to SWIFT.

Elsewhere, HSBC is also currently working with the Monetary 
Authority of Singapore on Project Ubin, a collaborative initiative 
to explore the use of DLT for clearing and settlement of 
payments and securities. DLT has shown potential in making 
financial transactions and processes more transparent, resilient 
and at lower cost. 
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Getting ready for Treasury 4.0
EH: Clearly Industry 4.0 technologies hold great potential 
for treasurers. But how easy is it to transition towards 
Treasury 4.0? What consideration do treasurers need to 
bear in mind?

EB: As much as all of this innovation is exciting, the choice of so 
many new ways of working actually makes it more complicated 
for treasurers to some extent. The rise of cybercrime is also a 
significant concern as treasury becomes more digital.

So, as well as in-depth conversations with consultants and 
relationship banks to ensure that treasury is choosing the right 
technology tools, not just jumping on the bandwagon, close 
co-operation with internal teams, especially IT will be required 
when moving towards next generation treasury. 

Treasury is not an island and cannot function at an optimal level 
without strong internal partnerships. In the Treasury 2.0 world, 
we were joined at the hip with our tax and accounting function. 
In the Treasury 4.0 world, we will have a symbiotic relationship 
with IT. Not just in terms of cybersecurity, but in terms of 
leveraging technology to truly add value to the business.

KS: You also have to be very careful not to put too much 
investment into one particular technology, especially in the early 
stages of development. We prefer to have “many arrows in our 
quiver”, and to test out new technologies in parallel, rather than 
putting all of our eggs in one basket. It might not be the most 
efficient or cost-effective way of implementing new technology, 
but it allows us to have confidence in the technology we’re 
choosing, and for treasury, that’s paramount.

In addition, I would say that treasury is not necessarily the right 
place to be trialling cutting-edge technologies. We prefer to be 
fast followers rather than pioneers. Treasury processes are too 
integral to the running of the company to be put at risk.

CG: I couldn’t agree more, and that’s where the cybersecurity 
element comes in too. At Anadarko, we take cybercrime and 
fraud incredibly seriously, and we’re actually in the middle of 
establishing a Cyber Risk Council. The idea of forming this 
Council is to outline a concrete response plan for if or when a 
cyber attack happens; we often look at how to prevent attacks, 
especially given the ongoing digitisation, but spend less time on 
the remediation part – which is equally important.

We’re also looking at APIs as a means to put in place an early 
warning database around our bank accounts, whereby we are 
alerted if any changes are made to any of our bank account 
details. And we see a number of banks and vendors starting 
to produce solutions in this space, leveraging the technologies 
we have talked about to help corporates stay a step ahead. 
Payment outlier detection systems are another good example.

KS: As a technology company, we naturally put a lot of focus 
on cybersecurity. But there’s a fine line between protecting 
your company and paralysing it. In treasury we are working 
hard to be less reactive to cyber threats, and more proactive – 
with training and simulation exercises in conjunction with our 
in-house cybersecurity team. We actually ask them to try to 
penetrate our systems! And we learn a lot from those exercises 
and action new protocols or processes on the back of them.

The most important aspect of cybersecurity, for me, is people. 
The teams has to feel enabled to question instructions – 
regardless of whether they are urgent or coming from the CEO. 
There has to be a blameless culture where team members 
can speak up. And sometimes, that will result in legitimate 
requests being held up; but that’s far better than processing a 
fraudulent transaction.

LK: Absolutely. Our CEO, John Flint, is a huge proponent of 
this speak-up culture which is part of the bankwide initiative of 
creating the Healthiest Human System. 

I personally encourage my team to do the same and if a team 
member feels uncomfortable about any aspect of a transaction, 
task or event behaviours and conduct, they are empowered to 
ask questions,challenge instructions and escalate any issues. 
That’s an extremely powerful tool in this increasingly complex 
and fast-paced operating environment.

EB: It’s identical at Marathon. From a health and safety and 
security perspective, anyone in the field has the right to stop 
operations if they feel that something isn’t correct. And we’ve 
embodied this concept in treasury, especially on the payments 
side. The hardest part, though, is actually getting team 
members to believe that they won’t get into trouble for stopping 
a payment! 

EH: Finally, what is your best advice for treasurers wanting 
to embrace Treasury 4.0?

EB: Technology is coming at us, whether we like it or not. We 
can either get in front of it and get run over by it, or we can 
embrace it at a speed that allows us to be nimble, but also 
thoughtful about the potential benefits, opportunities and risks. 
But if, as a treasurer, you don’t take the time today to work out 
how technology could help you tomorrow, I would argue that 
someone else will be sitting in your chair in five years’ time. 

KS: While some of the concepts we have been talking about – 
like AI and blockchain – may seem alien today, really they are no 
different than the conversations we were having 10 years ago 
around adopting a TMS. 

Treasurers therefore need to be proactive around this shift 
towards Treasury 4.0, otherwise, as Eric said, it will pass them 
by. The pace of change is accelerating and if you fall behind 
the curve, catching up will become more and more difficult. 
My favourite saying is “be an agent of change, not a victim 
of change”.

CG: As well as your treasury technology, it’s important to think 
about your people. Despite the automation, you will need a 
good-sized treasury team to do the strategic thinking. You might 
also need new skill sets within the treasury team – from data 
scientists to technology experts. Hiring the right talent and/or 
upskilling your existing treasury team will be a make or break 
factor in the deployment of Treasury 4.0 technologies. Your 
team will also be the ones who add the competitive edge to 
your treasury department, rather than the technology. 

DA: Treasury 4.0 is an evolution, a journey, an opportunity to 
future-proof treasury. It’s not just about improving operations 
today; it’s about looking for efficiencies tomorrow – through 
your own internal projects and through co-creation of solutions 
with your banks.

This is an incredibly exciting time to be in treasury – and you 
have a unique opportunity to shape the future of treasury 
management, not just for your own organisation, but for the 
industry as a whole.

43Navigating Treasury 4.0 World - Corporates Guidebook42



4544 Navigating Treasury 4.0 World - Corporates Guidebook

China is at the forefront of the global robotics revolution and treasury functions in the country are leveraging this 
technology to drive cutting-edge innovation. Robotics is just one part of next generation treasury management, however. 
As Industry 4.0 drives the transition towards Treasury 4.0, China and Asia Pacific-based treasury functions are exploring a 
host of new technologies, and new strategic partnerships, to make the most of this exciting environment.

The Fourth Industrial Revolution, or Industry 4.0, combines the 
skills of humans and intelligent machines to drive innovation 
and deliver process efficiencies, data-driven insights, and 
new growth opportunities across all industry sectors. Industry 
4.0 is also transforming treasury management solutions and 
strategies, heralding the start of Treasury 4.0. 

This important topic took centre stage at the HSBC Global 
Liquidity and Cash Management Regional Forum held in April 
2019 in Shanghai, China. Opening the event, Todd Wilcox, 
Senior Executive Vice President & Deputy Chief Executive 
Officer, HSBC China, explained to the 120 corporates in 
the audience: “Industry 4.0 is arguably the most important 
industrial revolution for China. This is because the country is 
not only benefitting from the changes that new technologies 

such as artificial intelligence, cloud computing, and biometrics, 
offer; but because China is also leading these changes at a 
global level. Nine out of the 27 Fintech Unicorn companies 
are Chinese companies. And the largest Chinese fintech has a 
market capitalisation of $100bn - comparable to some top tier 
financial institutions,” he said.

Technology is also becoming integral to the lives of Chinese 
citizens, Todd Wilcox explained, “with services such as WeChat 
and e-wallet becoming daily necessities. Transactions are also 
moving to e-marketplaces such as Taobao, creating a whole 
new generation of entrepreneurs.” Todd Wilcox noted that 
these new digital platforms and payment tools are having 
profound impact on corporate treasury management in China, 
creating both opportunities and challenges.

The Robots are Coming:

Treasury Evolution 
in China
Views from industry leaders at HSBC Global Liquidity and Cash Management - 
Corporates Event held in Shanghai, China (April 2019)
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Adapting to a new 
environment 

To understand the future risks and potential gains, however, 
it is important to have a solid grasp of what is driving these 
changes – namely Industry 4.0. “Every industrial revolution 
sees a huge advancement in the means of production,” 
said Lance Kawaguchi, Managing Director, Global Head – 
Corporates, Global Liquidity and Cash Management, HSBC as 
he took to the stage to deliver his welcome address. 

“The First Industrial Revolution used water and steam power 
to mechanise production. The Second used electric power 
to create mass production. The Third used electronics and 
information technology to automate production. Now, Industry 
4.0 is here – and it is poised to make a huge impact on 
economies, business and society,” Lance Kawaguchi explained,

“China is set to be the world’s largest economy by 2030. 
The country’s push towards robotics could mean higher 

productivity and even faster GDP growth. This is a perfect 
example of how Industry 4.0 is driving change through 
innovation,” said Lance Kawaguchi.

“While cash and liquidity management has been considered 
a ‘commoditised’ activity in the past, innovative solutions are 
creating a set of new dynamics that could transform cash 
and treasury operations and liquidity and risk management 
strategies,” he said. “The next generation of treasury functions 
will be automated, data-driven, real-time, forward-looking, and 
increasingly strategic.”

In the transaction banking world, developments such as 
application programming interfaces (APIs) are lowering the 
barriers to entry for new payment services providers, explained 
Lance Kawaguchi. In turn, this is increasing competition and 
reducing the cost of transactions, leading to greater efficiencies 
for treasurers.

Lance Kawaguchi then explained how HSBC will continue 
to support its clients in their journey towards Treasury 4.0. 
“As well as helping treasurers to identify practical ways to 
leverage Industry 4.0 technologies, we will create new business 
ecosystems, linking our clients with innovative partners, such 
as fintechs. Through events such as this, we will also deliver 
insights from different sectors and geographies, sharing best 
practice from Treasury 4.0 leaders.”

This was a fitting introduction to the rest of the event, which 
kicked off with a keynote speech from Lancelot Li, Regional 
General Manager, Eastern China, Cloud & Smart Industry 
Group, Tencent Cloud, explaining how advances in the 
industrial internet are helping to power Industry 4.0. 
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The ‘ABCs’ of the 
industrial internet
Tencent Cloud is a public cloud service provider that integrates 
its infrastructure building capabilities with a massive-user 
platform and ecosystem. The company provides cloud 
services, including cloud computing, data processing and 
cloud operation services, to empower businesses. 

Two out of every three Chinese people use the internet every 
day on a computer, but for mobile internet, this number jumps 
to 98.6% Lancelot Li noted. Developments such as the 5G data 
network, which has already been piloted in Shanghai, will lead 
to increased data transmission from hand-held devices. 

“The mobile internet is one of the great inventions in China 
today, and 5G will be a game changer. It has already had such a 
far-reaching impact on Chinese people’s mobility, social life and 
payment structures, for example. It is also driving changes for 
traditional sectors, such as banking.”

And, in fact, the battlefield of internet development is shifting 
from the consumer segment – where the growth in online 
users is starting to slow down - to the business and industrial 
worlds. This is why Tencent is making a strategic move towards 
Industrial Internet with the launch of its new Cloud & Smart 
Industries Group, said Lancelot Li.

“Tencent aims to facilitate digital transformation and system 
upgrades across all industries, focusing on its role as a network 
connector, digital assistant and ecosystem builder. Tencent is 
also working in close co-operation with HSBC to leverage new 
digital interfaces and technologies to deliver even better service 
levels for customers

During his presentation, Lancelot Li also talked about the 
‘ABC’ of Industry 4.0: Artificial Intelligence (AI), Big Data, and 
Cloud. For Tencent Cloud’s AI capacity, Lancelot Li explained 
that the company prefers to use the term ‘human-machine 
intelligence.’ “AI means that a robot does it all for you; whereas 
human-machine intelligence means that you deliver some of 
the complicated algorithms or calculations to robots and the 
robots then help you to execute complicated tasks. However, a 
robot cannot make decisions on its own from day one – a huge 
learning period is required, so human input is still needed, and 
still extremely valuable.”

Turning to big data, Lancelot Li noted that while many 
companies say they utilise big data, in reality, they often so 
not have a data centre or know how to aggregate their data 
properly in order to extract useful insights from it. “As well as 
being able to label data, you need to have the capacity to mine 
big data. Simply rolling out Industry 4.0 developments will not 
reap the rewards – you have to put effort in behind the scenes.”

Finally, Lancelot Li touched on the cloud, and the importance 
of cybersecurity in this environment. “There is no such thing 
as 100% security, but we simulate hacking attacks on a daily 
basis. When you embrace developing technologies, you also 
have to be prepared to tackle evolving threats,” he concluded.
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A tangible revolution
To bring this point to life, Karen Bai explained that Fosun’s 
treasury is collaborating with more than 100 financial 
institutions, banks, insurance companies and investors. 
Together, they are building up a treasury management system 
based on Fosun’s cloud system, which allows for real time 
monitoring of the facility limit and credit lines of the companies 
in which it is invested. 

The third treasurer on the panel, Jason Tan, Head of Treasury 
and Credit Management, Asia, Continental, observed there is a 
company-wide focus on digital transformation, and treasury is 
one of the key departments enacting this vision. 

“We are very much focused on automation of procedures,” 
Jason Tan said. “We are actively engaged in discussion around 
RPA and working with software developers and banking 
partners to come up with solutions around acceptance bills, 
for example. Through automation, we want to deliver more 
proactive decision-making and improve liquidity management.” 

Jason Tan also has hopes to make more of treasury data – 
whether that be ERP data or financial markets information. 
“How do we process and mine the value out of our internal 
and external data? Internally, we want to better connect all 
the data we have for automobiles. But we also want to have 
better connectivity of external data so that we can improve 
our liquidity management and risk management. So that 
integration a priority for us going forward, and APIs are likely to 
play a part.”

With Treasury 4.0 on the horizon, Danny Lim asked the 
panelists what their big challenges were in getting to this 
level of treasury operations. For Jessica Jin, the biggest 
challenge relates to people. “Digitisation is something that is 
more demanding for humans than ever,” she said. “We need 
to reinvent procedures and the structures. Treasury cannot 
simply conduct automation in isolation; there needs to be 
a synchronised, holistic approach. People must learn how 
to work better together, and how to work in harmony with 
machines.”

Karen Bai agreed with Jessica Jin on the point around people, 
stating that connecting humans, machines and procedures 
is critical. If you can work out how to connect these 
elements together, then you have a high chance of success.” 
Interestingly, to tackle this issue, Schneider Electric has built 
up a business of excellence organisation within the firm. A 
business process owner (BPO) is identified and all requirements 
go to the BPO, who will work with the company’s Digital 
department to realise workflow solutions to the issues raised. 

Finally, Jason Tan said that the scale of digitisation projects 
and the disruption they cause can be a challenge for some 
treasurers. He therefore suggested that banks might consider 
launching lightweight ‘plug and play’ digital solutions 
that enable treasurers to move towards the Treasury 4.0 
environment without too much upheaval. 

 

Following the keynote presentation, a panel of notable treasury 
professionals took to the stage to discuss how the idea of 
Treasury 4.0 is moving from theory to practice. The panel 
discussion was moderated by Danny Lim, Country Head 
of Sales MNC, Global Banking, Global Liquidity and Cash 
Management, HSBC China.

Jessica Jin, Treasury Director of Greater China, Schneider 
Electric SA, opened up the discussion by outlining her team’s 
approach to digitisation, namely upgrading its digital systems in 
order to increase efficiency in areas such as cash management. 
“Today, we have two cash pooling systems in place, one 
in collaboration with HSBC,” Jessica Jin said. “We have 
inbound cash integration and auto-sweeping, resulting in cash 
concentration. Digitising these flows has made a significant 
impact in terms of cash application and utilisation.”

Reporting efficiency at Schneider has also dramatically 
improved as the company has developed robotic process 
automation (RPA)-based reporting systems. “We use RPA to 
integrate and aggregate data, allowing our staff to be more 
concentrated and focused on analytics of the data,” Jessica 
Jin commented. “This is tremendously efficient - in the past we 
spent a whole day doing this, but now it only takes us one or 
two hours to produce the relevant report. The accuracy of each 
report is also vastly improved.” 

Elsewhere, Schneider is also rolling out a new treasury 
management system (TMS), which will help with hedging 
efficiency, whereby monthly hedging will be replaced by daily 
conversion in deregulated regions like Hong Kong, thanks 
to technology. In addition, Jessica Jin is exploring digital 
developments in the trade finance space and has implemented 
a system to reduce the approval time of bank guarantees. 
She is hoping to fully automate this process with her banks in 
the future.

Meanwhile, at Fosun, digitisation is progressing at an equally 
impressive pace. Karen Bai, Executive Director, Treasury 
Centre, Fosun explained why the company has set up a shared 
service centre (SSC) for treasury management and what 
benefits this has provided. “Fosun is an industrial group with 
operations in 17 countries around the world. The company 
has large scale, diversified portfolios to manage. We are very 
demanding when it comes to digitisation within Fosun,” Karen 
Bai said. 

“In 2016, we started to set up the SSC, so that the 600+ 
companies we have stakes in share the same treasury 
and finance practices. After three years of setting up the 
framework, there are now more than 100 employees in the 
team, providing services to circa 300 Chinese companies 
we have invested, and the numerous organisations we have 
invested overseas.” 

All payments and financial statements are managed via one 
system at the SSC. Using this single system, treasury can 
receive different inputs from the various organisations the 
company has stakes in, thanks to an integration with each 
business unit. At the same time, the system is connected to the 
company’s office automation (OA) system and more besides. 

“It is connected to our payment streams, and tax and tariff-
related practices are also integrated,” Karen Bai said. “It is 
a fully integrated chain, and it is totally paperless. Through 
three years of setting up the smart and intelligent systems, we 
have achieved an innovative TMS and this approach can be 
replicated in the different industries that we are investing in.” 
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A brave 
new world
This message was echoed by Patrick Zhu, Head of Global 
Liquidity and Cash Management, HSBC China, in his closing 
remarks: “HSBC is not just a banking partner, we are a strategic 
partner too. In the Treasury 4.0 era, where open banking and 
open platforms are the order of the day, we will build bridges 
to connect you to new partners who can help you to make the 

most of this digital ecosystem. And we will continue to  
bring together the best technologies, best practices, and best 
minds, through forums like this, to help you to maximise the 
value you are achieving from your technology, as well as your 
people and partners.”

The scale of the opportunity of digitisation, and the inherent 
challenge, was further outlined by Wu Wei, President of third-
party payment solution provider Fuiou. Sharing some recent 
daily data, he said that Fuiou had processed over 10 million QR 
code-related transactions from around 500,000-600,000 offline 
stores and outlets. Card transactions in stores over the same 
period came in at only 60,000. 

“This is the biggest comparison that you can get,” Wei said. 
“People don’t use cash or bank cards that much today, they use 
mobile phones to conduct any transaction and payment in their 
daily life. I think, in future, this will be a driver for more changes 
in the way we organise production and manufacturing, as well 
as treasury.”

Naturel Xu, Greater China CFO, Godiva agreed, saying: 
“Technology has reshaped our industry, changing consumer 
demands, as well as the competition.” Naturel Xu went on to 
highlight the vital role that technology plays across each of 
Godiva’ business lines. “We have an e-commerce channel, 
but we have shops and cafes too. The different channels and 
the technology have enabled us to gain more market share – 
and if we did not invest in technology, growth would be much 
more difficult.”

Customer traffic at Godiva’s physical stores is tracked as soon 
as they enter the premises, Naturel Xu said. “We track the 
store traffic and the auto-conversion rate. Customer behaviour 
can be understood through technology and, if we act on this 
information correctly, we can make sure a customer’s visit 
ends in a payment: that’s treasury’s responsibility. As such, 
Godiva’s Greater China IT department is actually under part of 
my departmental structure. The technology function should be 
a business solution provider, a strategic partner in the corporate 
structure, and going forward IT needs to be closely integrated 
with treasury.”

This led in to the final conversation of the panel discussion, 
looking at how treasurers should approach the concept of 
Treasury 4.0 in their own organisations. With technologies 
changing the entire concept of the role of the treasurer, 
Larry Campbell, Partner, KPMG China, explained that: “With 
Treasury 4.0, information and automation can improve or 
replace repetitive tasks and processes. The knock-on effect for 
treasurers is to understand how they can then further extend 
their capabilities and reach to become true strategic partners 
to the business – ultimately adding value to the bottom line.” 
Larry Campbell also highlighted the need for treasurers to take a 
frontline role in cybersecurity, protecting the organisation’s cash 
and data against evolving cyber threats.

Liu Qi, Country Head of Sales, Commercial Banking, Global 
Liquidity and Cash Management, HSBC China, closed the panel, 
by explaining the role of banks within the 4.0 world. “The two 
main drivers of Treasury 4.0 are technology and customers. 
Technological evolution, industrial evolution and ecosystem 
evolution will require bank services to be integrated to the 
specific operations of our clients. We will achieve this through 
close collaboration with our clients, but also through new 
partnerships with fintechs, and emerging payments services 
providers, all whilst observing local regulations. By doing this, 
we will be able to pave the way for our clients to transition 
towards Treasury 4.0.”

The new treasury 
management ecosystem
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Artificial intelligence (AI) and robotics are no longer pipe dreams for treasury. As attendees at HSBC Global Liquidity and 
Cash Management’s recent Treasury Forum in London discovered, leading treasury functions are already deploying these 
‘Industry 4.0’ technologies to make their operations slick, lean and intelligent – without significant budget or disruption.

“For a corporate to maximise its return on Industry 4.0, it 
needs to invest in Treasury 4.0 to support it.” This was the clear 
message from Lance Kawaguchi, Managing Director, Global 
Head – Corporates, Global Liquidity and Cash Management, 
HSBC, during his opening address to over 90 corporates at 
the bank’s recent event entitled ‘How the Fourth Industrial 
Revolution is Driving Treasury Evolution’.

Kawaguchi also emphasised the growing need for treasurers 
to think creatively around new technologies in order to add 
value to their organisations. This message was echoed by the 
keynote speaker, Diane S. Reyes, Group General Manager, 
Global Head of Global Liquidity and Cash Management, HSBC, 
who highlighted the bank’s own Industry 4.0 to Treasury 
4.0 innovations.

Supercharging Treasury 
with Industry 4.0 
Technology
Views from industry leaders at HSBC Global Liquidity and Cash Management - 
Corporates Event held in London, England (May 2019)
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Revolutionising 
correspondent banking
Next to take to the stage were Ryan McAuliffe, SWIFT 
Payments Innovation Specialist, SWIFT and Andrea Feay, 
Group Treasury Manager, NSG, to explain how SWIFT’s global 
payments innovation (gpi) is leveraging technology to change 
the face of cross-border payments.

Feay began by outlining the challenge: “Cross-border payments 
are a bugbear, since there is a total lack of clarity. You send the 
payment and simply hope for the best, and if it doesn’t arrive 
on time, you have to try to track it down, via the originating 
bank,” she explained. “We recently had a payment that was 
untraceable for seven weeks so to be ready for situations like 
this, we build in cash buffers in case a payment doesn’t arrive. 
This is inefficient from a liquidity standpoint but SWIFT gpi for 
Corporates is changing that and helping treasury departments 
to be as slick as possible,” she enthused.

McAuliffe went on to explain the benefits of gpi, from faster 
use of funds to transparency and improved remittance data. 
He explained how, rather than being just a DHL-style tracker for 
the banking industry, gpi goes further. “Our unique end-to-end 
transaction reference (UETR) number, which is created upon 
origination and maintained throughout the entire payment 
chain, not only provides complete visibility on where a payment 
is and when it has arrived, but also on deductions and FX. To 
help corporates with reconciliation, we also ensure remittance 
data is not modified throughout the chain,” he noted.

According to McAuliffe, SWIFT gpi represents a “rejuvenation 
of correspondent banking for the digital era – and works for 
the benefit of banks and corporates alike.” He shared some 
interesting statistics with the audience, stating that: 

 ® 3,500 institutions have committed to adopt gpi
 ® 500+ of those are live and sending gpi transactions on a 
daily basis

 ® Live traffic is happening in 130 currencies across 1200 
corridors, with over $300bn moving on a daily basis

 ® 40 % of those transactions occur within five minutes and 
over 90 % within 24 hours

Bringing these numbers to life, Feay explained that, although 
NSG is early on in its SWIFT gpi journey, the company now 
has a portal where it can track payments, rather than ringing 
up its bank(s). NSG chose to work with AccessPay on this 
solution. “We generate the UETRs in our TMS and then Access 
Pay displays that information. All MT199s are also displayed 
there,” she commented. “The ideal solution would be to have 
this straight into the TMS, and I know SWIFT is working on 
that with other gpi for Corporates customers, however we are 
pleased with the progress we have made thus far.”

Feay also explained that she is excited to see developments 
around gpi for incoming payments. This, said McAuliffe, will 
be piloted in Q3 2019 when beneficiary banks will be extended 
additional visibility on what’s incoming and which specific 
account the payment is destined for, with the ultimate aim 
of filtering that information down to the underlying client – 
providing the treasurer with even greater visibility and certainty.

Testing the waters
To further explore the potential that emerging technologies 
hold for treasury, a panel of industry experts then shared 
their Treasury 4.0 experiences and insights with the audience. 
Kicking off the discussion, Séverine Le Blévennec, Director, 
EMEA Treasury, Honeywell spoke about the use of Robotic 
Process Automation (RPA) in treasury.

“The great thing about robotics is that it’s not invasive, and it is 
honestly very quick to implement. If you compare it to a TMS 
implementation, it’s a dream! At Honeywell, we have several 
RPA projects underway, including one to optimise the intra-day 
cash forecast of the in-house bank. By using robotics there, we 
are saving two hours’ work each day for our senior treasury 
analyst,” she explained.

While RPA requires extra controls, Le Blévennec sees great 
potential for the technology. “Across treasury, I have 48 
processes in mind to apply RPA to. A robot is always happy to 
do a boring job. It doesn’t take holidays. It’s a tool that raises 
the productivity and profile of the treasury team, allowing 
them to focus on where they can add value, such as optimising 
our investments and our relationship with different 
business partners.”

Le Blévennec also shared some statistics around the intra-day 
cash forecast RPA project, stating that the “ROI was 2,000% - 
within the first three months. And the upfront investment really 
is minimal. The caveat is that to reap the rewards of RPA, you 
have to do your homework first,” she commented. 

Tackling another buzzword, AI, James Kelly, Group Treasurer, 
Pearson, spoke about using the technology to assist with 
cash flow forecasting. “If you operate a decentralised treasury 
operation, it can be tough to get all of the business units to 
contribute to a forecast – on time and accurately. It simply 
isn’t their priority. We were facing this challenge at Pearson 
and I either had the option of training people to perform better 
forecasting, or looking for a different solution. I chose an AI-
enabled approach,” he explained.

“We have rolled out a vendor solution which interfaces with 
the company’s key finance and ordering systems to provide a 
detailed cash flow forecast in a single dashboard. We now use 
this as the backbone for our iterative forecasting process, but 
we are constantly tweaking it to improve it even further,” said 
Kelly. “It really has been a revolution – and I certainly haven’t 
had anyone from the business units say to me that they’re 
upset that they’re now less involved in cash forecasting! 
In all seriousness, this new approach to forecasting dovetails 
much more closely with Pearson’s digitisation journey 
and provides treasury with an opportunity to be a strategic 
business partner.”

Philip Fellowes, Regional Head of Global Liquidity and Cash 
Management, Europe, HSBC, then explained how APIs are 
driving treasury evolution. “APIs are not new, but, as Diane 
alluded to, the hype around them has increased with the rise of 
open banking. APIs will enable better communication between 
different players in the banking ecosystem, whether that be 
the banks and fintechs, banks and corporates, or corporates 
and fintechs. So, connectivity is evolving because of APIs and 
mobile cash management apps are becoming richer in terms 
of functionality. This is good news for treasurers, who should 
experience more seamless interfaces, regardless of their 
chosen device or partner, he noted.

Fellowes also spoke about distributed ledger technology (DLT), 
dispelling the myth that it is not strictly relevant for treasurers. 
“At HSBC, we have participated in numerous successful DLT 

projects – some of which are now live – in the supply chain 
space, and in securities services. From a liquidity and cash 
management point of view, we are working on solutions to 
change the way payments are made, whether that be through 
cryptocurrencies or fiat currencies. We are also considering 
extending our own internal blockchain solution for FX 
settlement into the corporate space.”

The panel then spoke about some of the risks associated with 
moving to a Treasury 4.0 environment, with Karen Van den 
Driessche, Assistant Treasurer, Avnet, commenting on the 
rise of cybercrime. “By digitising we are inevitably opening 
ourselves up more to cyber criminals. But that’s not the whole 
story. By automating, deploying robots, and getting rid of 
paper, we are also reducing the potential for human error, and 
that needs to be taken into account in the risk equation.”

In terms of preparing for Treasury 4.0, the panel also debated 
the need for different partner ecosystems going forward. “We 
would like to see more co-creation between corporates and 
banks, as well as vendors,” said Van den Driessche. “SWIFT 
is doing a good job of bringing different players together with 
initiatives such as gpi and its KYC Registry, but there is room 
for more collaboration in an increasingly digital and ‘open’ 
world. And it would make life much easier for treasurers to 
have everyone working together, on standardised solutions 
and innovations.”

Fellowes concluded the panel session by re-iterating the great 
potential that Treasury 4.0 holds. “As we have seen, robotics 
can be an extremely powerful tool in treasury – not replacing 
people but enabling them to perform better. Likewise, AI can 
improve treasury’s performance significantly, and turn data into 
actionable insight. Yes, there are risks such as cybercrime to 
consider, but the opportunities are arguably bigger, especially 
if – as the panellists have said – banks, vendors, fintechs 
and corporates all work together to build an optimal Treasury 
4.0 environment.”
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Forget science fiction
The final session of the day saw H.P. Bunaes, General Manager, 
Financial Services, DataRobot, explain several use cases for 
AI and machine learning (ML) in corporate treasury, starting 
with receivables management. “Every treasurer wants to know 
how quickly they will be paid. By taking all of your historical 
data from every buyer, it’s possible to build a machine learning 
model and run it against your current receivables. The model 
will then plot out exactly what your payments curve is going to 
look like,” he explained.

Receivables data can also be fed into a wider cash flow 
forecasting model, said Bunaes. “We find it works best to run 
separate models for inflows and outflows, and then aggregate 
those to produce the complete forecast.” While this makes 
the process sound very simple –there is inevitably a great deal 
of work involved and huge amounts of data required. “The 
more granular the data and the more data you have on each 
transaction, the higher the fidelity of the signal, and the more 
accurate the forecast will be,” he explained. “It is also important 
to take time to teach the model and tell it anything that it can’t 
intuitively know, such as known non-recurring transactions.”

Fraud detection and prevention is another interesting use case 
for ML. “As fraudsters become more sophisticated, corporates 
and banks must be more creative in detecting and preventing 
fraud in real-time. One of the best ways to do that is to use both 
supervised and unsupervised learning to create 
a multilevel detection system. This involves building models 
to filter out false positives, continuously learn to detect new 
fraud schemes, and to look for anomalies which may require 
closer scrutiny.”

In addition, Bunaes mentioned hedging as a potential area 
for using machine learning. “When you hedge in order to 
mitigate enterprise risk, you actually create counterparty risk. 
Using machine learning, banks can model when they have a 
deteriorating counterparty, to estimate the default risk for all of 
their open derivative positions, for example.”

For many of the day-to-day challenges treasury is looking 
to solve, it is possible that machine learning could provide 
a solution. But wherever machine learning is applied, it is 
important to remember that “the model is only going to be as 
good as the data that you’ve used to train it,” warned Bunaes.

Levelling up
Having clean data is indeed one of the cornerstones of Treasury 
4.0, explained Kawaguchi in his closing remarks. “The ultimate 
goal is to spend less time wrangling data, and more time acting 
on it – to the benefit of the business.” Other potential benefits 
of Treasury 4.0, said Kawaguchi, will include “a more secure 
environment for treasury practitioners; one where technology 
works for them, not against them.” 

Greater transparency and efficiency should also result from 
the shift to Treasury 4.0. “And at HSBC, we are embracing 
emerging technologies in order to garner those efficiencies on 
behalf of our clients. We are also proactively helping treasurers 
to transition towards the new digital environment, not only 
through innovative solutions and proofs of concept, but also 
through knowledge-sharing at important forums such as this,” 
he concluded.
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Mexico is now seen as a regional and global fintech hub with high growth potential. As the country embraces digital 
innovation, especially in the financial sector, treasury management is also poised to make a leap forward.

Mexico now boasts one of the strongest fintech ecosystems 
in Latin America and is rapidly being recognised as a hotbed 
of digital innovation. HSBC’s recent Global Liquidity and Cash 
Management Forum, held in Mexico City, told the story of 
digital evolution in the country. The event not only highlighted 
the ways in which the Fourth Industrial Revolution, or Industry 
4.0, is driving widespread changes to existing business 
models, but also how this is leading to a new era in treasury 
management: Treasury 4.0.

In his introductory remarks, Juan Carlos Perez Rocha, 
DGA Country Head, Commercial Banking, HSBC, noted 
how technological innovations have helped improve the 
performance of corporate treasuries in Mexico. As technology 
and services have been advancing, data is becoming 
increasingly important. This is opening up new opportunities 
for digital-savvy treasurers. 

Following Rocha’s introduction, Lance Kawaguchi, Managing 
Director, Global Head – Corporates, Global Liquidity and 
Cash Management, HSBC, took to the stage to underline the 
key elements of Industry 4.0 and what treasurers need to be 
aware of. As well as exploring the transition from Industry 4.0 
to Treasury 4.0, Kawaguchi also noted that the momentum 
behind Industry 4.0 has the potential to be used as a force for 
good. Digitisation, for example, opens up huge sustainability 
opportunities, he said.

The point was made that businesses need to have 
corporate values that go beyond looking after the interests 
of shareholders. They must take responsibility for other 
stakeholders, too: their customers, employees, suppliers 
and communities. For treasury leaders, part of that means 
looking after the wellbeing of their teams – freeing them up 
from repetitive manual tasks and helping them to be more 
productive and strategic – and technology plays an important 
role in achieving this.

Turning up the Heat:

Treasury Transformation 
in Mexico
Views from industry leaders at HSBC Global Liquidity and Cash Management - 
Corporates Event held in Mexico City, Mexico (May 2019)
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Redefining the treasury lines 
Thomas Halpin, Global Head of Product Global Liquidity and 
Cash Management at HSBC, then picked up the theme of 
innovation and what is possible for treasury in the Industry 
4.0 world. Halpin spoke about fintech collaborations and the 
importance of mining data in a new digital world. He then 
went on to talk about payments innovations – from real-time 
payments, which are already live in Mexico, to SWIFT’s global 
payments innovation (gpi) initiative. 

“A great advantage of SWIFT gpi is the ability to track cross-
border payments end-to-end,” Halpin commented. HSBC is not 
just investing in industry-wide payments innovations, however. 
“We are innovating alongside SWIFT gpi, because our vision 
is not just to deliver payments tracking through our portal 
but to also have a payments alert capacity for corporates in 
the future.”

HSBC is also redesigning its payments architecture. Halpin 
explained how the bank is investing in cloud-based solutions 
and creating ‘microservice packages’. This infrastructure 
will enable the bank to innovate more swiftly and provide 

corporates with a more holistic HSBC experience. When 
a client purchases a service, the idea is that the customer 
experience is scalable across multiple markets. These 
‘microservices’ can be applied to mobile payments, collections, 
and accounts receivable, he explained.

Halpin also spoke about how open application programming 
interfaces (APIs) in financial services are empowering multi-
banked corporates to view data via a single portal. Regulations 
have helped in this regard, he explained, with PSD2 in Europe 
and Open Banking in the UK frequently cited as examples of 
this trend. Halpin pointed out that similar regulatory change is 
also being seen in other parts of the world, such as in Bahrain, 
Australia, and in some parts of Asia.

Wrapping up his presentation, Halpin emphasised how 
important it is to apply new technologies to a specific 
challenge, rather than deploying technology for 
technology’s sake.

Industry 4.0 Best Practices 
Víctor González, Global SSC Finance Director at Kodak Alaris, 
then shared his corporate perspective on building an optimal 
treasury structure; and how it takes not only technology but 
also people. 

Kodak Alaris has a centralised finance function that is based in 
Guadalajara, Mexico, he explained. “This is the headquarters 
for a number of the company’s financial functions, including 
accounts payable, travel and entertainment (T&E), treasury, 
trading, and collections. General ledger and accounting 
requirements for more than 27 countries, as well as 
controllership functions, are also handled from Guadalajara – 
using a single set of standards.” 

The Guadalajara office manages financial services for 15 
European countries, seven in the Asia-Pacific region and five 
countries in the Americas. González said that when it comes 
to hiring, the company looks for people with a global vision. 
“Of course, we want to hire talented people, but we also want 
people who will embody the culture of the company and help 
us to improve the organisation,” he explained. 

“As such, employees are empowered to have their say around 
innovation. Suggestions are actively listened to and a number 
of the ideas will be applied. The company also promotes best 
practices and lean office workshops so employees can identify 
where process bottlenecks occur. Technology may be deployed 
at this point, in order to achieve process improvements,” noted 
González. One such technology is robotic process automation 
(RPA) and Kodak Alaris is currently considering how this 
could be deployed to the company’s advantage – particularly 
in transactional operations such as accounts payable and 
accounts receivable.

Looking ahead, González says his team will continue on the 
journey towards ever greater standardisation and centralisation, 
leveraging people and technology to run a best-in-class 
financial shared services centre.

Finance 4.0: 
turning over 
a new leaf 
Following a short networking break, the spotlight turned to 
another key trend in the evolving financial services landscape: 
the rise of sustainable finance. Luis Guimaraes, Strategy 
and Planning LAM/MEX at HSBC, began by setting out the 
challenge, namely the stark situation facing our planet. Earth’s 
temperature has risen by a whole degree in recent years and 
ice in Antarctica has shrunk by 30%. Biodiversity is also being 
lost. “At the same time, 400 million tonnes of plastic are going 
into the oceans on an annual basis,” he explained.

The good news is that groups around the world – from 
governments to corporate clients, suppliers and investors – 
are now reacting to these shocking statistics and demanding 
change. “Sixty per cent of investors and 50% of insurance 
companies already have an environmental, social and 
governance (ESG) strategy,” Guimaraes commented. “People 
want change and are prepared to put their money where their 
mouth is”. 

“There are three reasons why companies should change,” 
Guimaraes noted. “It is the right thing to do; investors are 
demanding it; and there are commercial advantages.” This 
is leading to business model changes – which will ultimately 
impact treasury. Some corporates are also financially 
incentivising their suppliers to act more sustainably. Guimaraes 
cited HSBC’s work with Walmart as a powerful example of how 
banks and treasurers can work together to help the transition 
towards more sustainable business practices.
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The Journey to Treasury 4.0 
Last but by no means least was a panel discussion bringing 
together a number of industry experts to discuss making the 
transition to Treasury 4.0. 

Dr Othon Moreno, Policy and Monitoring Payment Systems 
Manager, Bank of Mexico (Banxico), began by reflecting on 
the new Cobro Digital (CoDi) payment platform that Banxico 
began rolling out this year. The idea is to take advantage of 
real-time payments and reduce cash transactions by generating 
a request to pay.

“With CoDi, a salesperson can generate a QR code, NFC 
code or an internet message. The buyer scans this with their 
mobile phone and that triggers an instruction via an electronic 
banking platform or app to make the payment. This triggers 
a transfer and then it is processed through SPEI if it is an 
interbank transaction, or through the infrastructure of the bank, 
if it is within the same bank. The process takes seconds and 
will bring numerous benefits for treasurers, including greater 
information, certainty of payment, real-time electronic transfer 
of funds and greater levels of automation.”

Diana Gage, Corporate Treasurer, Danone, is looking forward to 
using CoDi as a means to reduce the amount of physical cash 
treasury has to deal with as collections in Danone’s consumer 
area are typically 90% cash. Meanwhile, Garza noted that 
“CoDi will be much more applicable for our distributors than 
ourselves. But once the value limit increases, our interest is 
likely to grow.”

CoDi could integrate well with the digital transformation work 
already undertaken by Cemex. “Two years ago, we embarked 
on a journey to create a model of interaction with the client 
that is fully based on a digital application called CEMEX Go., 
accessible on smartphone or computer,” he explained. “With 
CEMEX Go, interaction with our customers is now 100% 
online” continued Garza. 

“From the app you can manage your credit and your orders for 
multiple job sites. If you ask for a concrete truck, you can see, 
like Uber, how your truck is driving to your facility. You can also 
manage your accounts payable and pay them online. Today, the 
payment modules for CEMEX Go in the US and Colombia are 
more robust than in other countries. We would like to see more 
B2B digital payment methods in Mexico.”

Conversation then turned to the new technologies that are 
powering Industry 4.0 and Treasury 4.0. Mario Chavero, CFO, 
Chubb noted that robotics replacing human beings in business 
processes – to speed them up, make them more accurate, 
and less burdensome. “We issue thousands of policies per 

annum and this results in millions of transactions per annum 
to reconcile because we can have up to 12 transactions for a 
single policy,” Chavero said. “On top of that, we have changes 
in the policies and cancellations, and so on. So, we are looking 
for ways to be more efficient, which either means employing 
more people or automating processes via robotics and artificial 
intelligence to identify payment characteristics and match the 
payment to the policy.”

Garza noted that banks are investing quite widely in artificial 
intelligence. There is also a lot of investment coming from 
technology companies, as well as fintechs coming to the 
market with different solutions, so artificial intelligence has 
applications in treasury. 

“There are some banks developing some AI applications as we 
speak,” Garza said. “We are taking baby steps in this field, but 
I have seen some services applied to corporates – to detect 
fraud, for example, or to assist with matching, as described 
by Mario. Yes, you have to guide the machine to start with, 
but with accuracy of up to 95%, the potential results are 
very interesting.” 

Carlos González Fillad, MD Regional Head of Global Liquidity 
and Cash Management, Mexico and LATAM, HSBC, said that 
artificial intelligence can also help corporates when it comes to 
forecasting cash flows. For many treasuries this is a headache, 
particularly regarding collections. “Banks and fintechs are 
collaborating on such projects and HSBC is working together 
with new partners on this topic.”

Garza encouraged the audience to be more open-minded 
when considering working with fintechs. “We need have to 
be neutral when it comes to technology and vendors. And we 
need to make good use of the competitive differences between 
providers.” Here, Gage picked up on the topic of customers 
that prefer to make their payments using cash, and suggested 
that fintechs could help in this regard. 

Whether through fintechs, banks, or in-house projects, all 
the panellists agreed that we will see further automation of 
treasury activities going forward. González Fillad predicted that 
this could mean “employing fewer people, who will have to be 
more versatile on a number of topics”. Garza agreed and added 
that one future requirement for treasury will be full integration 
with IT. “We need to have the support from experts in IT, and 
people that know how to use treasury systems – without 
forgetting the strategic function of the treasury.”

Closing Remarks 
Following the lively panel discussion, Nuno Matos, CEO of 
HSBC Mexico, added his closing remarks. Commenting on 
the importance of Mexico to HSBC, he said: “Today’s event 
demonstrates our commitment to the Mexican market. We will 
continue to grow the relationship with our customers across all 
segments in Mexico and build a new business ecosystem that 
will generate more innovation opportunities. What’s more, we 
have invested $250 million in our cash management platform 
for payments, collections, liquidity, and trade receivables.”

Matos also confirmed that HSBC Mexico will integrate CoDi as 
part of the development plan that it has with Banxico. “We are 
also developing several APIs that will enable HSBC to continue 
to offer leading products and services for transactional banking 
in Mexico, helping you, our clients, to embrace the era of 
Treasury 4.0,” Matos concluded.



Treasury 4.0 in ASEAN
Next on stage was Lance Kawaguchi, Managing Director, Global Head – Corporates, Global Liquidity and Cash Management, 
HSBC. He described how Industry 4.0 is happening now, across the ASEAN region. Moreover, Industry 4.0 is converging with 
Treasury 4.0, Kawaguchi explained. “Next generation treasury functions will be automated, data-driven, real-time, forward-looking, 
and increasingly strategic. The challenge for treasurers is to look beyond the hype, towards practical, real-world applications of 
disruptive technologies,” he said.

HSBC’s recent Global Liquidity and Cash Management Forum held in Singapore captured the spirit of digital change that 
is sweeping through businesses, governments, and treasury in the ASEAN region.

The digital revolution is having a clear impact on the way that 
businesses interact with their customers, subsidiaries and 
treasury functions. In ASEAN this is felt particularly keenly, 
as a young, growing and technologically savvy population is 
ready to seize the opportunities being presented by the Fourth 
Industrial Revolution, or Industry 4.0.

Opening the latest Global Liquidity and Cash Management 
Regional Treasury Forum, Tony Cripps, Group General Manager 
and CEO, HSBC Singapore, commented that the world is facing 
an economic power shift that is creating numerous challenges, 
alongside rising trade tensions. “Treasurers must support their 

companies as they expand into new geographies and the way 
in which they deploy fresh business models has to be adaptive 
and agile,” he noted. 

Cripps also explained how more and more corporates are 
setting up operations in Singapore, leveraging it as the financial 
centre for ASEAN – attracted in no small part by the nation’s 
advanced digital connectivity. The establishment of smart 
cities, digitising trade, and building integrated systems are all 
on the agenda to develop ASEAN further, Cripps noted, and 
Singapore is driving the momentum behind these goals.

Robotic Treasury:

Seizing Digital 
Transformation in ASEAN
Views from industry leaders at HSBC Global Liquidity and Cash Management - 
Corporates Event held in Singapore (August 2019)
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Preparing for Treasury 4.0
Picking up the themes from Kawaguchi’s earlier address, a 
panel of industry experts then discussed how corporates can 
prepare for Treasury 4.0. 

HSBC’s Lim kicked off the debate by explaining that Treasury 
4.0 is essentially next generation treasury. “Treasury has always 
moved with the needs of the business and new technologies 
offer the opportunity to further enable treasury transformation,” 
she said. Technologies that are driving Treasury 4.0 are AI, 
where algorithms can be built into cash forecasting, application 
programming interfaces (APIs) that allow for instantaneous 
exchange of information and seamless transaction flows, and 
robotic process automation (RPA). Blockchain technology 
also has a role to play also, such as R3’s Corda and IBM’s 
Hyperledger Fabric, she commented.

Sembcorp’s Thoh added anything that is repetitive in nature 
and involves taking information from other systems into the 
treasury management system (TMS) represents an opportunity 
for RPA. Sembcorp recently spent eight weeks simplifying one 
of its processes with a robot named Steve. As Thoh explained: 
“Robot Steve helps treasury download its cash information and 

cash projections from other systems and compile them into the 
daily position, which treasury can then use to plan its funding 
for the day. By doing this, Robot Steve has saved 1.5 hours 
per day for the team. This time can now be spent on tasks 
that perhaps cannot be automated, because they are not of a 
consistent or repetitive nature.” 

At Microsoft, meanwhile, AI is a focus for Singh – with a 
particular emphasis on improving collections and accelerating 
cash application. “With AI, the conversation focuses on 
intelligence around dollar velocity. Treasury uses an ‘intelligent 
collections’ model – to study payment behaviour patterns 
among customers. The model predicts if there might be 
any erratic behaviour in terms of delayed payment or partial 
payment, and enables the collections team to call the customer 
beforehand and essentially change the customer’s behaviour.”

Giving another example, Singh said his treasury used AI for 
forecasting because the company has at least 450 subsidiaries 
around the world. Microsoft handles more than 90 currencies 
in over 190 countries, so forecasting is very important for FX 
hedging. With a machine learning model, which has been 

Building a Smart Nation 
Kawaguchi then introduced Kwok Jia Chuan – Deputy Director, 
Citizen & Business Projects at the Smart Nation and Digital 
Government Office (SNDGO) in Singapore. 

Kwok said the Smart Nation initiative is about Singapore taking 
full advantage of technology to create new jobs and new 
business opportunities, as well as making the economy more 
productive and lives more convenient. 

Technology is being used to achieve considerable 
transformation in Singapore in three broad areas: 

 ® Digital economy 
 ® Digital government 
 ® Digital society 

Kwok said the government is looking in particular at 
transformational changes that focus on citizens. “Hot topics at 
the moment include artificial intelligence [AI], machine learning, 
and data. These all hold great promise for the government to 
continue to transform lives for people and businesses,” he said.

To achieve large-scale change, the government has introduced 
a series of Industry Transformation Maps, across 23 different 
industry sectors. The Government has also recently set up 
Digital Industry Singapore (DISG) to make sure that SMEs can 
also continue to accelerate their digital efforts.

In addition, SNDGO has also published the Digital Government 
Blueprint (DGB), which aims to make the Government “Digital 
to the Core” Kwok said: “Government has to ensure that 
citizens find its services easy to use and seamless. Businesses 
must find the services secure, reliable and relevant. Public 

officers need to be digitally-enabled and confident to take 
advantage of the opportunities that technology presents.” 

As the economy and the Government continue to digitise, there 
are six Strategic National Projects being advanced as part of 
the Smart Nation drive:

1. National Digital Identity. The aim of this project is to create 
a unique digital identity for every Singaporean.

2. E-payments. The government and banks are working 
closely to promote safe, seamless and secure digital payments.

3. The Smart Nation Sensor Platform to fuse data together 
from a network of sensors for better urban planning. 

4. Urban Mobility Piloting the testing of autonomous vehicles 
and new concepts in transport.

5. Moments of Life is an app that bundles together 
Government services, from digitally registering births to 
locating childcare centres and providing easy access to 
immunisation records.

6. The Core Operations Development Environment and 
eXchange (CODEX) is a new technical and data architecture 
for Government. 

Kwok finished by saying that the Singapore Government is 
committed to the Smart Nation drive. “This is not something 
that will take a day, month, or even a year, but I am confident 
that this drive will keep Singapore relevant and globally 
competitive,” he noted.
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overlaid on the data inputs that treasury receives from local 
finance teams, accuracy has been improved by 6%. This 
resulted in a 25% reduction on other income on the profit and 
loss statement (P&L). 

Cargill’s Misra then explained how her treasury has been able 
to use blockchain to enhance certain processes. The journey 
began around three years ago, when Cargill sat down with 
the trade team from HSBC to examine the trade flow journey 
and identify where the pain points, manual processes and the 
physical documentation requirements were. 

Today, the company has completed three blockchain 
pilot projects, each increasingly complex and with added 
functionalities, to help alleviate the pain points of paper-based 
trade through digitisation. Misra added that having a supportive 
regulator in Singapore has helped immensely with the kind of 
new technology journey that her treasury has been taking. 

R3’s Lewis echoed this, explaining how the whole concept 
of money in Singapore – and globally – is changing. He 
highlighted three types of digital currency to be aware of:

1. Central bank issued digital currency, whether for 
wholesale use between banks or for retail and corporate use.

2. Bank issued digital currency, both on blockchains and 
other digital ledgers. This form of money exists outside of 
the banking system, it is like a digital version of a physical 
certificate of deposit that you can transact and move around 
even when the bank is shut. 

3. Non-bank or private sector issued digital currency. 
The most famous example of this is Facebook’s Libra.

“People are starting to think about what money is and how 
it works, particularly in this era of low and negative interest 
rates,” said Lewis. Some digital currencies will be used for 
cross-border payments and some will be used domestically, he 
explained. “Project Ubin, driven by the Monetary Authority of 
Singapore [MAS] is a good example. This involves Singapore 
dollars being issued by MAS and recorded as tokens on 
blockchains to see what benefits may arise as both banks and 
corporates use them.”

Lewis also highlighted another interesting trend – notably 
the closeness of fintechs and corporates. Until now, most 
collaboration has happened between banks and fintechs, but 
he sees a tighter relationship between corporates and fintechs 
going forward – with the latter providing bespoke solutions.

HSBC’s Lim agreed that the co-creation of solutions in the 
Treasury 4.0 era is extremely important. “The premise is that no 
one party has the best answer – this allows all parties to open 
themselves up to ideas and learn through the process. It also 
requires honest conversations – in certain scenarios if a bank 
does not think they can provide the solution that a corporate is 
looking for, they need to be open about that and refer it on to a 
niche partner. Or a hybrid solution could work, such as a bank 
bringing in a fintech to help with the last mile of the solution 
they are developing,” she noted.

With this in mind, Misra made the point that the role of the 
treasurer today is becoming more of a technologist. “Ten 
years ago, the technology choices were around which FX 
execution platform to use or which payment or treasury system 
to run. Today those choices still exist, but treasurers also have 
cryptocurrencies, cybersecurity, and payment and collection 
mechanisms – complete end-to-end digital technology 
solutions – that they need to be familiar with.” 

Although this may be daunting, it is also a huge opportunity: 
“Banks are spending billions of dollars on these solutions, so 
how does a treasurer draw that back to their business in a way 
that [shows] they are not just looking at treasury solutions but 
rather at business solutions? Co-creating solutions with fintechs 
and with your business units creates more opportunities,”  
she said. 

To conclude the discussion, TMI’s Page asked each of the 
panel what their best advice to the audience was in terms of 
embracing Treasury 4.0, and why treasurers should be taking 
action sooner rather than later. 

Like with all projects, Microsoft’s Singh advised the audience 
not to start without a ‘why’. He added that “the culture of 
the company is important as well – companies need to have 
a culture that encourages people to present and try ideas, 
perhaps some will fail but you can come back with more”.

Thoh advised that if treasurers make time for only one 
thing during a treasury transformation, it should be change 
management. “In order to marry processes and technology, 
you need to understand every challenge that your people are 
facing in great detail. Only then can you make a transformation 
that really makes a difference to everyone’s work life and 
processes. It is critical to get buy-in on the transformation 
project from all of your staff – not just the C-suite. Companies 
succeed in change management when they hunt as a pack 
with a single goal,” Thoh said. 

Endorsing the points made by the other panellists, Cargill’s 
Misra added that people are critical. “When hiring, don’t 
just look at treasury experience, but look at experience in 
areas such as data engineering and technology companies, 
for example. Young college graduates also tend to be more 
naturally technology friendly – they are open and eager to learn 
and implement new technologies.” 

In addition, Misra advised corporates to further leverage their 
bank relationships. “With banks spending billions of dollars 
on technology, companies should look to see what can be 
co-created.” Not all technology projects are expensive or time-
consuming, she added, you can find something meaningful 
that can be done on a small budget and with a minimal time 
commitment that can reap rewards. 

Lim closed the panel discussion by sharing her hope that “in 
the near future, when banks like HSBC are co-creating with 
treasury departments, they can also go to the company’s 
business units and commercial arms to highlight the different 
avenues that they can work on together. Treasury 4.0 has to be 
about Business 4.0 too”.
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Tools to build 
Treasury 4.0
Following the engaging panel discussion, Alson Ong, Head of 
Solutions Consulting at Blue Prism took to the stage to discuss 
how RPA has evolved into intelligent automation. 

Ong described RPA as when a software robot or digital worker 
mimics a human action in a robotic fashion. “Software robots 
are very good at doing high-volume, repeatable, rule-based 
tasks diligently, without introducing the manual errors that can 
creep in when these tasks are being done by humans.”

He described how RPA can be used in combination with AI 
to automate processes such as payment and settlement. This 
enables treasurers to reskill existing staff so they can carry out 
more interesting and value-added activities. 

RPA can also be used to audit, govern and manage the digital 
workforce. “With RPA, IT becomes HR – leaders can look at 
the digital workforce to monitor performance and bottlenecks, 
thereby providing tremendous operational insight.”

It is also possible to infuse certain humanistic skills, such as 
vision perception –intelligent character recognition (ICR) and 
optical character recognition (OCR) with RPA to enable the 
robot to digest semi-structured digital content or documents 
and to extract relevant data. “The goal is to build an 
autonomous digital workforce,” said Ong.

The infusion of these different technologies is where the 
true potential of intelligent RPA lies. As such, Blue Prism has 
launched Digital Exchange (DX), which is like the Apple App 
Store or Google Play Store and integrates AI services with RPA. 
“The idea behind DX is to let users join the RPA journey without 
worrying about emerging technologies. DX has AI integration 
with services such as Microsoft Azure, enabling the provision 
of intelligent automation processes – all in one place.”

In terms of treasury, Ong sees RPA being used to consolidate 
global payment processes, leveraging APIs, to create a single 
robotic enterprise framework around payments. He also sees 
RPA offering greater visibility into cash balances, and regulatory 
and compliance requirements. “RPA can authenticate and 
sign in to any third-party payment partner gateway or system, 
and consume the data into the payment transactions. In real 
time it can understand interest rate or currency fluctuations 
and reduce the exposures associated with cross-border 
transactions,” he explained.

Finally, with corporates sitting on a vast amount of data, this 
can be exposed to enterprise business intelligence software 
that will interrogate and aggregate the data to provide 
meaningful business insight and operational. This will enable 
treasurers to make better-informed decisions in the future, 
within a quicker time frame.
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Keeping pace
Just before the networking cocktail reception opened for 
delegates, Kee Joo Wong, Managing Director – Regional Head 
of Global Liquidity and Cash Management, Asia Pacific at 
HSBC, shared some closing remarks. 

“Digitisation in ASEAN is opening up remarkable opportunities 
for business, banks and governments alike. Understanding 
and adopting digital strategies is critical to future success 
and competitiveness. Leading treasurers already recognise 
this and are taking advantage of technologies to create 
efficiencies – from Sembcorp’s Robot Steve to Microsoft’s 
Intelligent Collections.”

Wong cautioned, however, that while the pace of change 
of technology is “amazing”, it is important to note that 
“ecosystems need to develop in order to keep pace”. This 
includes the way that treasurers work with their internal 
and external partners, he explained. “Through digital 
transformation, treasury can become even more strategic, 
building a solid bridge to the business. At the same time, the 
possibility for corporates to co-create solutions with their 
banking partners is a powerful proposition – one that can no 
longer be ignored.”

Treasury 4.0 from theory to practice
Following the RPA presentation, attendees heard from Toshiaki 
Ichida, General Manager, Treasury, at Ocean Network Express 
(ONE) about the company’s journey towards Treasury 4.0. 
Among the world’s largest container shipping companies, ONE 
has its global headquarters in Singapore. 

In April 2019, ONE established the Digital Container Shipping 
Association (DCSA) with A.P. Moller- Maersk, Hapag-Lloyd, 
and MSC. The goal of the new association is to pave the way 
for interoperability in the container shipping industry through 
digitisation and standardisation. Then in July the company 
joined TradeLens, a society to digitise the global supply chain 
by improving the precision of tracking shipments in real time.

Ichida said that these two milestones are representative of the 
company’s commitment to Treasury 4.0. “ONE is accelerating 
its growth by using digital technologies, employing big data 
analytics and digital capabilities to improve the customer 
experience. There is a focus on channel and operational 
digitisation, enhancing existing business models with 
digital technologies. As well as using digital technologies to 
develop new services for the existing market, digital business 
convergence can create value in new markets too,” he said.

Treasury’s digital transformation journey at ONE began in July 
2017 when the company was formed from a merger between K 
Line, MOL, and NYK. Ichida and his treasury team had just nine 
months to establish a global cash management set-up for ONE. 
“Due to the company’s global operations, our cash transactions 
are widespread across the world. This resulted in a dispersed 
and complex operating cash flow. To remedy this, we were 
keen to put in place a single-bank strategy and a centralised 
cash management scheme in order to achieve better cash 
visibility and greater cash efficiency,” he explained.

ONE selected HSBC as its global partner, to help automate 
and centralise its cash management. The two organisations 
have since worked together on ONE’s digital transformation 
journey, so far achieving four technology milestones. First is 
the enterprise resource planning (ERP) link technology. “This 
enables us to swiftly recognise and directly control the cash 
in all the operating bank accounts, even under a local entity’s 
name. We now have control over 85% of our whole operating 
cash, the majority of which sits with HSBC,” said Ichida.

Second is the auto-sweep. “This has allowed us to merge our 
corporate cash flow and our business operation cash flows 
in the same currency into one cash pool. This makes it easier 
for us to minimise the excess cash in each currency because 
now we can monitor only one cash pool in each currency. As a 
result, we have successfully reduced the excess cash in each 
currency by 50-60% and, we have also successfully reduced 
the FX transaction volume by netting our internal buy and sell 
requirements in each currency.”

Third is the liquidity dashboard – HSBC’s Liquidity Management 
Portal. “This shows our bank balance in a bar chart for all 

the ERP-linked bank accounts, regardless of the currency. 
On this dashboard, all the foreign currency bank balances 
are converted into our designated currency. This helps us to 
easily identify the country/currency where the excess cash is 
accumulating – and enables us to take timely steps to remedy 
that,” said Ichida.

Fourth is robotics. “Before using RPA, it took around 40 
minutes per day to manually extract data from many data 
sources and produce our cash position summary. Now, this is 
automated and the team can shift that 40 minutes to analyse 
the past cash flow trend or produce a more accurate cash flow 
projection instead.”

Thanks to all four of these technologies that ONE has 
implemented, 90% of global cash is now placed under the 
control of Ichida’s treasury team in the global headquarters in 
Singapore. He said that treasury now places most of this cash 
in fixed deposits, which has considerably improved the non-
operating cash flow. 

Looking ahead, Ichida said the plan is to build on treasury’s 
achievements so far by automating more tasks. The auto-
sweep will be extended to other currencies with the aim of 
reducing the excess cash by adding more currencies to the 
single cash pool. 

Within the liquidity dashboard, Ichida said treasury is working 
with HSBC and ONE’s internal IT team to develop a new cash 
forecasting model linked to the HSBC banking system. “The 
bank has all of the past cash flow data via ERP link. The plan 
is to combine the historic data and the cash flow forecasting 
model into a single package, so that treasury can verify and 
identify the cash flow trends.”

RPA will also be applied to other recurring tasks, so the team 
can concentrate on more productive tasks, such as analysing 
or planning. Ichida said treasury also aims to implement an 
FX platform to automate manual tasks such as journal entry 
or bank clearing, remittance arrangement or logging of FX 
transaction history. 

Finally, ONE plans on using HSBC’s automated inter-company 
loan system later this year. Ichida commented that this should 
help treasury put any cash in the bank accounts of subsidiaries 
to better use in the global headquarters. It will also help 
streamline inter-company loan administration tasks, both at 
headquarters and within the subsidiaries. 

Ichida’s team will also closely monitor three key performance 
indicators (KPIs) to better gauge ONE’s cash efficiency as a 
result of digital transformation. These are ‘Wider ERP coverage’, 
‘Minimising operating cash’ and ‘Minimising affiliates’ 
corporate cash’. “All of these will result in more concentration 
of cash to global headquarters,” Ichida concluded.
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Lance Kawaguchi explains why Singapore is a breeding ground for next generation treasury management and outlines 
how treasurers can take advantage of Treasury 4.0.

Despite being a small island nation, Singapore is a heavy-hitter on the global stage. The city-state is the largest foreign exchange 
hub1 in Asia Pacific, the fourth largest financial centre2 in the world, and the number one location for APAC treasury operations3.

The country’s tax rate incentive (currently 8%) on income from qualifying Finance and Treasury Centre services/activities4 has long 
been an attraction for regional treasury hubs. But the island’s cash and liquidity management landscape is becoming even more 
compelling as the nation’s willingness to embrace smart technologies shines through.

Next generation treasury
As Singapore gears up to adopt the new manufacturing techniques brought about by the Fourth Industrial Revolution, or Industry 
4.0, the treasury profession is also readying itself for an era of smarter, leaner, and more automated treasury management – what 
we at HSBC like to call Treasury 4.0 (see box).

1 https://www.mas.gov.sg/development/foreign-exchange  
2 https://www.longfinance.net/publications/long-finance-reports/the-global-financial-centres-index-25/  
3 https://www.ey.com/sg/en/services/tax/ey-singapore-a-strategic-regional-treasury-location  
4 https://www2.deloitte.com/content/dam/Deloitte/sg/Documents/tax/sg-tax-applying-for-gov-incentives-in-singapore.pdf 

From Industry 4.0 to Treasury 4.0
Industry 4.0 is bringing the digital and physical worlds together, combining the skills of machines and humans, and altering the 
way we work and interact.

Examples of technologies driving the Fourth Industrial Revolution include:
 ® Internet of Things (IoT)
 ® Robotic Process Automation (RPA)
 ® Application programming interfaces (APIs)
 ® Distributed ledger technology (DLT) or blockchain
 ® Artificial intelligence (AI) and machine learning (ML)
 ® Big data and advanced data analytics
 ® Cloud computing

Treasury 4.0 is essentially next generation treasury. This will see treasury departments work in real-time, with highly integrated, 
automated systems. Data will drive forward-looking decision-making and treasury teams will have the opportunity to exchange 
manual work for strategic thinking.

Why Singapore is a 
Treasury 4.0 Hotspot
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1. Real-time cross-border payments
In July 2019, SWIFT successfully completed a global trial to 
integrate SWIFT gpi Instant, the co-operative’s cross-border 
instant payments service, into Singapore’s domestic instant 
payment service, Fast And Secure Transfers (FAST)5. The 
quickest payment in the trial, from Australia into Singapore, 
took just 13 seconds6. This puts Singapore at the cutting-
edge of real-time cross-border payments, a key ingredient of 
Treasury 4.0.

2. Setting the e-payments standard
The recent introduction of the Singapore Quick Response Code 
(SGQR), as part of Singapore’s Smart Nation5 drive, is another 
step towards Treasury 4.0. SGQR is the world’s first unified QR 
code that aims to combine multiple payment QR codes into a 
single multi-tenanted ‘label’6. SGQR can be used in conjunction 
with PayNow once integrated later this year. PayNow is an 
enhanced funds transfer service available to consumers, 
corporates and government entities, which enables  
payments to be made using a Unique Entity Number (UEN) 
or PayNow QR rather than bank account details7. As well 
as fostering e-payments competition and innovation, SGQR 
will help increase the use of instant payments as a mode of 
collection – thereby leading to quicker payments processing8, 
improved cash management, and the potential for increased 
treasury automation. 

3. Next generation virtual accounts
Earlier this year, HSBC rolled out our innovative next generation 
virtual accounts (ngVAs) in Singapore, enabling corporates 
to consolidate hundreds of physical bank accounts into just 
a handful of accounts (or even one) for each currency that 
they use. Transactions flow through the underlying physical 

account(s), with the virtual accounts acting as ledger records – 
a perfect example of Treasury 4.0 in action. This saves treasury 
teams the operational cost of managing cash across multiple 
accounts and reduces the need for complex cash sweeps and 
pools. In addition to the self-management of virtual accounts, 
clients can receive near-real-time reporting on transactions, 
through HSBCnet9. 

4. Fast track to FinTech innovation
The Monetary Authority of Singapore’s (MAS’s) new 
Sandbox Express10 for FinTechs will allow even faster testing 
of innovative financial products and services in the market. 
This will likely filter through to treasurers in the form of API-
led services as open banking becomes more established in 
Singapore. In the Treasury 4.0 world, open APIs offer seamless, 
real-time connectivity, enabling systems and organisations to 
collaborate in a converged ecosystem – presenting treasurers 
with operational and cost efficiency opportunities.

5. Cybersecurity crackdown
One of the flipsides of Treasury 4.0 is the growing threat 
of cyberattacks. As treasury becomes more digital and 
increasingly real-time, cyber defences must become more 
sophisticated. Treasurers can take some comfort in the fact that 
the MAS has just issued a set of legally binding requirements 
to raise the cyber security standards and strengthen the cyber 
resilience of the nation’s financial sector. The requirements 
come into effect on 6 August 202011 and demonstrate how 
seriously the nation takes good cyber hygiene – another critical 
component of Treasury 4.0. Nevertheless, treasurers must 
increasingly take responsibility for cybersecurity within their 
own organisation too. 

5 https://www.swift.com/news-events/press-releases/swift-sees-success-with-global-instant-cross-border-payments-with-singapore_s-fast  
6 https://www.swift.com/news-events/press-releases/swift-sees-success-with-global-instant-cross-border-payments-with singapore_s-fast  
7 https://www.smartnation.sg/what-is-smart-nation/initiatives/Strategic-National-Projects/e-payments-1  
8 https://www.fomopay.com/2019/02/18/sgqr-taskforce-worlds-first-unified-payment-qr-code/  
9 https://www.abs.org.sg/consumer-banking/pay-now 
10 https://www.fomopay.com/2019/02/18/sgqr-taskforce-worlds-first-unified-payment-qr-code/  
11 https://www.finextra.com/pressarticle/79091/hsbc-launches-next-generation-virtual-accounts-for-corporate-and-institutional-clients 
12 https://www.weforum.org/agenda/2019/04/business-case-for-diversity-in-the-workplace/  
13 https://www.michaelpage.com.sg/advice/management-advice/diversity-and-inclusion/what-makes-singapore-hub-diversity-and-inclusion  
14 https://www.microserve.ca/the-top-5-most-tech-savvy-countries-in-the-world/ 

Recipe for success
While it’s easy to think that Treasury 4.0 is just about 
technology, it’s also important to focus on people. Humans 
are key to extracting maximum value from Industry 4.0 
technologies, since they bring the insight, inspiration, and 
instinct that machines lack. 

But to make the most the of the digital treasury environment, 
new skillsets and mindsets will be required too. Organisations 

may therefore wish to explore the positive correlation 
between innovation and workforce diversity12 more closely as 
they prepare for next generation treasury management. And, 
once again, Singapore offers an advantage here, being a 
true hub of diversity13 and home to the most technologically-
savvy nation in the world14 - all of which bodes well for the 
advancement of Treasury 4.0.
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Client case studies:
Sharing best practice from corporate clients 
embracing Treasury 4.0



Cheniere Energy, Inc. is an international energy company 
headquartered in Houston, Texas, and is the leading 
producer of liquefied natural gas (LNG) in the United 
States. Cheniere provides clean, secure, and affordable 
energy to the world, while responsibly delivering a reliable, 
competitive, and integrated source of LNG, in a safe and 
rewarding work environment. Cheniere’s operations, 
construction and development also support energy and 
economic development across the United States. By 2020, 
Cheniere is expected to be a top-5 global provider of LNG.

81

Over the last 18 months, Cheniere’s treasury landscape has changed beyond recognition. As Brook Ballard, Treasury 
Manager, Cheniere Energy, Inc., Lance Kawaguchi, Managing Director, Global Head - Corporates, Global Liquidity and 
Cash Management, HSBC, David Andrada, Global Sector Head and Steven Smith, Regional Sector Head for Natural 
Resources & Utilities (NRU), HSBC Global Liquidity and Cash Management, explain, from decentralised beginnings, 
Cheniere now runs centralised, global treasury operations from its headquarters in Houston. As well as providing greater 
cash visibility and control, this centralisation journey has delivered significant efficiency and sustainability benefits, 
turning Cheniere’s treasury into a value creator – and award-winner.

How can we be better today than we were yesterday, in order 
to service the tomorrow?” This was the strategic question that 
kick-started Cheniere’s treasury centralisation project 18 months 
ago. At that point in time, the ‘today’ consisted of a disparate 
treasury landscape.

Ballard explains: “In addition to the treasury team in Houston, 
we had a centre in Singapore that undertook local treasury 
processes, and our office in London, UK, where our trading arm 
is based, also had a treasury performing operational activities. 
We therefore had cash management and banking set-ups in 
those locations, as well as in our Luxembourg and China sites.” 

Without a common technology platform or banking partner to 
connect them, the local treasury teams were managing cash 
in-country using disparate treasury processes and procedures, 
“This highly manual, time-consuming process was hampering 
cash visibility and slowing down treasury’s responsiveness 
to liquidity and investment opportunities, both locally and 
globally,” Ballard notes.

In addition, local banks were not necessarily able to offer 
competitive pricing on products and services, compared 
with global banks. “In Singapore, for example, we had limited 
functionality to process payments, non-standard payroll 
processes and visibility into our cash operations,” says Ballard. 
In turn, this was making it difficult for treasury to be the best 
possible partner to the business.
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Houston, We Have A 
Solution: Cheniere Flips the 
Treasury Script

Contributors

David Andrada, 
Global Sector Head, Natural Resources & Utilities (NRU), 
Global Liquidity and Cash Management, HSBC

Steven Smith, 
Regional Sector Head, Natural Resources & Utilities (NRU), 
Global Liquidity and Cash Management, HSBC

Brook Ballard, 
Treasury Manager, Cheniere Energy Inc.
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From evolution to revolution 
“One of the obvious pain points we 
had was the paper-based payments 
process,” admits Ballard. “Previously, 
Cheniere had limited International 
electronic workflow to approve and 
release payments. Treasury therefore 
embarked on a six-month digitisation 
project with HSBC – to move  
payments electronically from accounts 
payable, onto accounting, and then 
straight through HSBCnet directly out to 
the beneficiaries.”

As part of this digitisation drive, 
Cheniere has also significantly reduced 
the number of cheques it uses. “Like 
many energy companies, we were 
making multiple small value payments 
with cheques. Not only was this highly 
inefficient for Cheniere in treasury, but 
it also impacted accounts payable and 
accounting productivity, as well as 
reconciliations processes. As such, we 
have now moved more of our paper 
cheques database towards electronic 
settlement methods, delivering  
impactful results for treasury – and for 
our customers.”

Making change happen 
“The obvious solution was to move to a centralised treasury 
environment, with the ability to have global cash visibility 
and control at the click of a button – out of our Houston 
headquarters,” he says. With this goal in mind, Cheniere turned 
to HSBC for support. “We needed a bank that could precisely 
match our footprint through its own global network and enable 
us to manage cash in multiple countries, whilst serving us on-
the-ground in Houston. HSBC partnered with Cheniere to offer 
a global banking network and digital solutions that empowered 
us to pull our global treasury operations back to Houston, yet 
enabled us to be more co-ordinated and efficient, with real-time 
cash visibility,” says Ballard.

The technology Ballard is referring to is HSBCnet, the bank’s 
online corporate banking platform. As HSBC’s Smith describes: 
“Within six weeks of the project kicking off, host-to-host 
connectivity was rolled out, integrating Cheniere’s ERP systems 
to HSBC to improve straight-through processing of payments 
going through the bank. We also set up new information 
flows for Cheniere so that all of the relevant bank account 
information, such as MT940s, comes straight into Houston 
through HSBCnet.”

By leveraging HSBC’s network and technology, “We were able 
to collapse non-core treasury operations in remote locations, 
transferring local bank accounts across to HSBC,” notes Ballard. 
Over the following months, Cheniere added more accounts 
to the HSBC network. Luxembourg non-core accounts were 
replaced with HSBC accounts to improve functionality and 
visibility and a Singapore dollar account was opened in the UK 
and integrated with its FX solution and systems. “Accounts for 

yield enhancement and asset management were also added; 
previously, these activities had been managed locally, but are 
now all managed from Houston,” says Smith.

Explaining more about the Houston set-up, Lance Kawaguchi, 
Managing Director, Global Head - Corporates, Global Liquidity 
and Cash Management, HSBC, notes that, “In 2017, HSBC 
Global and Liquidity Cash Management moved to a sector 
coverage model to better align to our clients. To be truly 
customer-centric, the first step was ensuring our teams are 
closest to where our clients are. Rather than flying bankers in 
and out to support our customers in the NRU sector, we wanted 
to be on the ground in Houston and truly build a relationship 
banking approach.”

Through a co-ordinated effort whereby HSBC works with each 
Cheniere country on a bilateral basis, HSBC has now put in 
place a ‘hub and spoke’ model, enabling a single co-ordination 
point for Cheniere treasury in Houston to have as much, or as 
little, engagement with each local country as necessary. This 
freedom allows treasury to focus on its core goals and enables 
the local teams to do the same.

To take full advantage of this new environment, however, 
Ballard knew that further changes would be needed. So, with 
the new centralised structure up and running, Cheniere then 
began re-engineering legacy processes.
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Kicking it up a gear 
With a significant proportion of Cheniere’s payments now 
digitised, it was time to aim for the next level of best practice. 
“We were keen to leverage the centralisation and digitisation 
work done with HSBC as a springboard for a complete treasury 
transformation. So, we took the decision to implement a global 
treasury management system (TMS),” says Ballard.

Although this part of the project fell into the vendor rather 
than bank space, HSBC played an important supporting role 
in the successful implementation of the chosen TMS, namely 
Kyriba. Smith explains: “Having our global sector head and 
the Americas team for NRU based in Houston, the global hub 
of the oil and gas industry, means that we are extremely well 
connected with our clients – and can connect them together as 
peers, when appropriate. Learning that Cheniere had selected 
Kyriba as its TMS, we were able to link Brook’s team up with 
other oil and gas treasurers in Houston who had recently 
deployed the same TMS. This gave them the opportunity to 
trade ideas and share best practice, ultimately enabling a 
smoother TMS implementation journey.”

The value of this local support ecosystem in Houston should 
not be underestimated, Ballard believes, “Cheniere’s corporate 
office is based in Houston, so having HSBC partner with us 
on-the-ground, where we are, means that they can support 
us in our operational sweet-spot. What’s more, banking is a 
commoditised business, and what sets HSBC apart is the depth 
of relationship and service.

“I can call David or Steve up if there is a challenge we are trying 
to solve and invite them over to the office. We then work jointly 
together to come up with ideas and solutions. It’s a strategic 
partnership – and one that would not work so smoothly if we 
were just corresponding by phone or email. The fact that HSBC 
can connect us with our peers in Houston to enable treasury to 
perform better, is also invaluable. And Cheniere is now paying 
this forward, sharing tips with other HSBC clients: it’s a virtuous 
cycle,” says Ballard.

Delivering concrete benefits 
The benefits of this deep partnership between Cheniere and 
HSBC speak for themselves. “Cheniere is transforming itself to 
use best in class tools and technology within treasury to deliver 
valuable productivity and efficiency within our finance teams 
to allow our leaders to make the most informed decisions to 
impact our organisation in a positive way and continue to drive 
growth and aid operational efficiency.”

As a result of all this hard work, Cheniere has centralised 
reporting and payment processing, improved cash visibility and 
control, achieved working capital efficiencies, and significantly 
enhanced investment income. Ballard could not be happier: 
“Treasury is now adding real dollar values to Cheniere. 
Historically, we may only have tracked expenses; however, now 
we are able to track how we are adding value thanks to this 
centralisation and transformation journey. That’s an extremely 
powerful outcome, which has only been made possible 
through the efforts of Cheniere’s treasury team, and our internal 
and external partners, particularly HSBC.”

Demonstrating the bank’s commitment to Cheniere and to 
helping the treasury team to constantly improve, Andrada 
concludes: “Cheniere has made incredible leaps forward over 
the last eighteen months, and now has a thoroughly modern 
treasury function, centralised in Houston, that is fit-for-growth. 
But the journey doesn’t stop here; going forward we will be 
looking at innovative solutions, such as next generation  
virtual accounts, to help Brook and his team deliver even 
greater value for Cheniere through financial, operational and 
sustainability wins.”
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As one of the oldest industries in the world, the wine and spirits sector has historically 
been paper-intensive. India, too, is a country that has long favoured paper-based payment 
instruments. Keen to future-proof its treasury function, Pernod Ricard India (PRI) has 
undergone an impressive digital transformation that has led to significant efficiency 
gains and delivered important sustainability benefits. Here, Mr. Rajesh Mishra, Chief 
Financial Officer, Mr. Sunil Duggal, Head of Corporate Affairs, and Hans van den Bosch, 
Managing Director, Global Sector Head, Consumer Brands, Retail and Healthcare, HSBC 
share highlights from PRI’s transformation journey and explain why treasurers must pay 
attention to corporate social responsibility (CSR).

Although digitisation has become something of a zeitgeist 
in recent years, it has long been a focus for PRI’s treasury 
team. Back in 2010, before the era of digital treasury began 
in earnest, PRI decided to embark on a journey towards 
digitisation, with an emphasis on reducing paper-based 
transactions in payables and receivables.

As Mr. Mishra and Mr. Duggal explain: “Just because 
workflows have historically been paper-based within our 
sector, doesn’t mean they should stay that way. Even eight 
years ago, we were very conscious of a rising tide of digital 
solutions and a shift towards electronic payment methods.

“We saw huge opportunities to reduce the manual 
workload in treasury by taking paper out of the equation 
and enhancing automation. The idea was that this would 
also help us to optimise our internal resources and free 
up treasury personnel to work on more strategic tasks. 
Although, at the time, environmental benefits were not 
a direct consideration for our digital transformation, the 
end result has yielded sustainability benefits that we are 
extremely proud of – especially since Pernod Ricard is 
highly engaged in CSR, and treasury is keen to support the 
company’s wider goals, as well as its financial needs.”

About Pernod Ricard India
Pernod Ricard India (PRI) Ltd. is a wholly owned subsidiary of Pernod Ricard SA. Globally, Pernod Ricard is the world’s co-leader in 
wines and spirits.

PRI holds one of the most comprehensive and Premium portfolios in the industry led by Indian whiskies such as Royal Stag, 
Blenders’ Pride and Imperial Blue, along with the home-grown wine sold under the brand name Nine Hill, and Indian vodka - Fuel. 

PRI operates 30 bottling plants and has two grain spirit distilleries at Nasik (Maharashtra) and Behror (Rajasthan), as well as its own 
winery at Nasik. Both distilleries use the latest technologies to ensure zero pollution. 

Pernod Ricard is strongly committed to a sustainable development policy and encourages responsible consumption.

Source: https://www.pernod-ricard-india.com/about-us

Portrait of a Modern Treasury:
Digitisation meets Sustainability at Pernod Ricard India.

Contributors

Hans van den Bosch, 
Managing Director and Global Sector Head, Consumer 
Brands, Retail & Healthcare, HSBC

Rajesh Mishra, 
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Sunil Duggal, 
Head of Corporate Affairs, Pernod Ricard India
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Making the leap
With the business case for treasury digitisation approved, it 
was time for the hard work to begin. Over the last eight years, 
through collaboration with external and internal partners, a 
number of key digital milestones have been achieved – and 
PRI’s treasury hasn’t looked back since.

“One of the big wins came from the migration of a major 
part of our receivables from cheques to Real Time Gross 
Settlement (RTGS) and India’s National Electronic Funds 
Transfer System (NEFT). For anyone not familiar with NEFT, it 
operates on a Deferred Net Settlement (DNS) basis, settling 
transactions in batches every half an hour. Previously, the 
majority of our customers paid us by cheque, as this is a 
commonly used B2B instrument in India, and in our sector,”Mr. 
Mishra notes.

The company has worked diligently to move buyers away from 
cheques towards a virtual accounts solution provided by PRI’s 
main banking partner, HSBC. As Mr van den Bosch explains, 
“PRI receives payments from multiple counterparties, which 
can create delays in the reconciliation of collections. Virtual 
accounts help with faster identification of payors, thereby 
speeding up reconciliations.” 

Mr van den Bosch, adds: “The virtual accounts solution 
reduces the tracking effort by PRI’s sales team and helps to 
automate posting of payor details against receipts. In turn, this 
leads to reduced reconciliation efforts and faster closing out 
of credit exposures, resulting in significant advantages for a 
company such as PRI with high volumes of collections.” 

In terms of implementing the virtual accounts solution and 
encouraging the shift towards electronic payments, Mr. 
Mishra says: “We have managed this through open dialogue 
and education of buyers. We also approached the migration 
in phases by piloting virtual accounts with a select set of 
receptive customers before extending the solution to all of our 
customers.” Mr van den Bosch, elaborates: “HSBC has helped 

PRI streamline the transition towards virtual accounts with 
focus on certain states in West India. This was then extended 
to other geographies thereby helping with a smoother 
migration experience.”

This phased roll-out has ensured that any customer feedback 
is incorporated into all future efforts towards this transition. 
“It’s an ongoing journey and we will continue to work towards 
increasing the share of virtual accounts-based receivables with 
our buyers, operating hand-in-hand with our sales teams,” 
Mr.Mishra notes.

But already virtual accounts have introduced greater 
automation into the company’s electronic receivables 
reconciliation workflow, delivering process efficiency benefits 
for PRI and enabling faster cash application. “Digital solutions 
like virtual accounts are also leading to improved relationships 
with buyers, since the solution helps to avoid any mismatches 
and vastly reduces the number of queries relating to payments 
not received,” observes Mr. Mishra.

And in combination with virtual accounts, the growing use of 
other electronic collection methods mean that more than 80% 
of PRI’s receipts now come in through electronic channels.

In the payables space, the company has also centralised 
90% of its payables by implementing a shared service centre. 
Previously, all payments were decentralised – which diverted 
resources away from other value-added treasury tasks. 
Furthermore, PRI’s tax payments have been migrated online, 
and in the trade space, the company has digitised both its 
import and export payments – both of which are typically 
paper-intensive in India. 

Another significant digital shift has been the move to host-to-
host (H2H) connectivity with HSBC to ensure a seamless flow 
of transactions from PRI’s ERP to the bank’s portal, eliminating 
the risk of manual intervention completely. 

“H2H is a more secure form of connectivity between the bank 
and PRI, says HSBC spokesperson.” This has helped ensure 
that data retrieved from PRI’s ERP is sent directly to the bank 
without any risk of data upload errors or tampering. “H2H 
also removes the manual efforts of creating input files and 
automates the data upload step. H2H also works seamlessly for 
a smoother processing as well as reconciliation experience.
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Moving on up
Thus far, PRI’s treasury team has reduced paper-based 
transactions from 70-80% to circa 20%. But the project will not 
stop here, says Mr. Mishra.

Commenting on the continuous improvement mindset that is 
driving PRI’s treasury transformation, he says:  
“Digitisation is very much a journey and we cannot stand  
still. We are achieving milestones today but we are also  
looking to the future.”

As such, PRI will soon be working with HSBC to expand the 
existing virtual accounts solution to incorporate invoice-level 
reconciliation. Mr van den Bosch, notes: “HSBC is supporting 
PRI with a wider extension of the virtual accounts solution. 
This will allow PRI to transition to Automated Receivables 
Reconciliation (ARR) which will help with invoice level 
reconciliation from large buyers/distributors.” 

In conjunction with ARR, HSBC has proposed the Digital 
Accounts Receivables Tool (DART), which will help all 
distributors login to a designated portal and update invoice 
level information for payments being made. This will help PRI 
and the company’s buyers to have a clear insight of invoices 
paid, with complete matching of information on both sides.” 

Mr. Mishra adds: “The hope is that this will aid us in reducing 
manual efforts required to identify multiple invoices that 

have been paid by buyers in one single transaction. This is a 
common challenge faced by treasurers in all sectors, and can 
be a significant resource drain, so we are looking forward to 
working with HSBC to get this implemented.”

“We are also in the process of implementing MT940s and 
MT942s for reporting and reconciliation and this should also 
help to identify our payors more swiftly and track receivables 
more efficiently from a sales and reporting perspective,”  
he says.

Elsewhere, PRI and HSBC will continue to work together 
on additional solutions to further improve the company’s 
processes. “HSBC is committed to support PRI by 
implementing value-added solutions that reduce manual efforts 
and ensure a secure, error-free processing of collections and 
payments,” comments Mr van den Bosch.

 “Through HSBC’s global footprint, focus and understanding 
of the industry and best practices related to digitisation and 
automation, the bank has ensured that we continue to receive 
customer focused solutions and service support – not just for 
our electronic transactions but for any residual paper-based 
collections as well. This has led to efficiencies and optimisation 
across our transaction processing, reporting and reconciliation, 
with the added benefit of aiding CSR,” Mr. Duggal and Mr. 
Mishra note.

CSR at Pernod Ricard
As an organisation, Pernod Ricard undertakes numerous CSR initiatives, notably relating to the sustainable use of resources, 
management of waste and raising awareness of responsible drinking. 

In 2018, Pernod Ricard was recognised by the United Nations as a Global Compact LEAD company, demonstrating its 
ongoing commitment to the United Nations Sustainable Development Goals (SDGs) and its Ten Principles for responsible 
business. The Group was the only wine and spirts company to receive this recognition in 2018.

Pernod Ricard is also among the top 3% of global companies that have made the most advanced commitments to CSR, 
according to the 2018 rankings produced by EcoVadis.

Sources: https://www.pernod-ricard.com/en/media/press-releases/pernod-ricard-recognized-united-nations-global-compact-lead-company/ 

https://www.pernod-ricard.com/en/media/press-releases/pernod-ricard-distinguished-again-its-csr-approach/ 

Embracing sustainability
While some treasurers may question the extent to which 
they can contribute to CSR initiatives, for the treasury team 
at PRI, it is a natural extension of their role as strategic 
business partners. “Given Pernod Ricard’s global standing and 
recognition on this front, there is a clear organisational focus 
on CSR. As a key part of the company, employees from PRI’s 
treasury function actively participate in CSR activities and 
are always looking for new ways to support the company’s 
sustainability goals.

“From a treasury perspective, the key to achieving this lies 
in improving underlying processes to manage transactions, 

reconciliation and reporting, thereby leading to the move 
towards paperless solutions through digitisation and 
automation,” explains Mr. Duggal. “The beauty of this is 
that our CSR agenda dovetails perfectly with the needs of a 
modern treasury, so it also acts as a way to future-proof our 
operations. As such, we only see CSR playing a more important 
role in treasury going forward, and we will continue to deliver 
sustainability benefits as our digital transformation journey 
progresses, not least through the reduction of paper usage.”
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Transport for London has worked with HSBC to 
make refunding unused Oyster card balances 
easier, improving the traveller experience 
Ever since London opened the first underground railway in 1863, it has been known for its world-class transport 
infrastructure. With a growing population approaching nine million residents1 and almost 20 million2 visitors each year, 
the UK capital’s challenge is to deliver a service that justifies its reputation, by giving travellers the best experience when 
using London’s public transport.

Enter Transport for London (TfL), the local government body 
responsible for Greater London’s transport system. It is charged 
with implementing much of the Mayor of London’s transport 
strategy, which champions a “Healthy Streets Approach” that 
makes health and personal experience a priority.

Turning strategy into reality at TfL has involved leveraging 
technology in order to enhance customer experience and 
introducing greater efficiency to their operations. Over the last 
few years, they have initiated several significant projects aimed 
at reducing the use of cash in their business, encouraging the 
use of Oyster cards and other methods of contactless payment.

The challenge 
TfL’s Financial Services Centre (FSC) is the business unit 
responsible for processing the firm’s accounts payables and 
receivables. In support of TfL’s broader strategic objective, the 
FSC has been exploring ways to reduce costs and generate 
better value for the taxpayer by reducing onerous and manually-
intensive processes. One such process was the refunding of 
Oyster card balances. 

Oyster cards are smart cards that hold pay-as-you-go credit, 
Travelcard and Bus Pass tickets. London commuters load 
money into the cards to pay travel fares. 

Tube travellers, including tourists or business travellers 
overseas, are able to reclaim the unspent balances on their 
Oyster cards. In the past, the TfL FSC handled Oyster card 
refund claims manually. This was an arduous and expensive 
process. In London’s peak summer tourist months, there are up 
to 50 repayments a day. Two to three staff had spent as much 
as three quarters of their day manually processing transactions 
of as little as a few pounds. Najam Israr, TfL’s Head of Delivery 
Enhancement explains: “Say you came from abroad and you 
have an Oyster card with £10 left. You then return to your 
home country, and submit a claim for the unused amount. 
Around 40% of claims are under £20 and some of them are as 
little as £3 or £4” explains Najam Israr, TfL’s Head of Delivery 
Enhancement. This means that the administrative cost of 
making a refund might well exceed its value. 

Not only was it costly for TfL, but it was also a lengthy and 
inconvenient process for the payment beneficiary, who would 
receive the reimbursement in the form of a cheque that they 
would need to deposit at their bank.

1 https://www.standard.co.uk/news/london/london-population-surges-to-alltime-high-of-88m-a3570641.html 
2 https://www.standard.co.uk/news/london/record-year-as-19m-tourists-visit-london-a3542271.html
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The solution 
Working closely with HSBC’s Global Liquidity & Cash 
Management (GLCM) team, TfL introduced HSBC’s Beneficiary 
Self-Management solution early in 2018. This solution is 
designed to speed up repayments and avoid the inefficiencies of 
making one-off, low value Oyster card refunds. 

For travellers and UK residents, reclaiming Oyster card balances 
is now a smoother experience. A customer seeking a refund 
would submit their claim to TfL, with basic information such 
as their name, email address and Oyster card number. TfL 
collates a file with all the claims and sends it on to HSBC. HSBC 
then sends the customer a unique reference code which the 

customer uses on the TfL website to provide their bank account 
details, and they receive a credit into their bank account within 
48 hours of posting their request. There are neither cheques 
nor expensive correspondent banking fees, and payment is 
automatically converted to the claimant’s local currency, using 
TfL’s preferential FX rates. David Jones, Director, Transportation, 
Aviation and Logistics at HSBC notes, “We worked closely with 
TfL to meet their requirements, including ensuring that the end 
client receives the full amount of the refund sterling equivalent.”

At launch, the solution was available for claims in Pounds 
Sterling, US Dollar, Euro, and Japanese Yen. The process is now 
streamlined across 66 currencies.

The outcome 
With Beneficiary Self-Management, TfL’s staff no longer 
process refunds one by one. They send one file to HSBC, which 
then processes the refunds. “We have been able to introduce 
roughly 60% time savings, equating to nearly five hours per day, 
freeing up staff for retraining and other important tasks” says 
Israr. “In terms of control; governance is a lot better, it’s a lot 
stronger and has greater visibility.”

The solution is the result of close cooperation between TfL and 
HSBC to solve a real treasury challenge. Explains Ziad Kabbara, 
HSBC GLCM’s Global Head for Transportation, Aviation and 
Logistics: “TfL is a valued customer, and the first of many clients 

to adopt this innovative solution so it was important we got 
it right. We successfully collaborated to co-create the client 
experience and functionality that TfL wanted.”

For TfL, this is just one example of how it is using technology 
to enable better decisions and improve quality of life. But it 
also shows how London’s transport network is becoming more 
efficient and improving the customer experience with the 
help of partners like HSBC, as the capital seeks to become a 
smarter city.
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Zuellig Pharma is the largest distributor of pharmaceutical and healthcare products to governments, private hospitals 
and medical practitioners in Malaysia. The company receives a very high volume of customer remittances at month end, 
which was causing accounts receivable (AR) reconciliation delays. Zuellig responded by implementing HSBC’s dynamic 
virtual account (VA) solution together with robotic process automation (RPA), which has enhanced throughput, customer 
satisfaction and the company’s working capital position.

Zuellig Pharma has some 15,000 clients in Malaysia who make approximately 10,000 remittances per month that need to be 
matched against some 120,000 open AR items. The reconciliation process was previously manually intensive, as customer 
remittances were all sent to a single bank account. This necessitated considerable interaction with customers in order to clarify 
which customer was paying for which invoices. 

As the company’s standard payment terms normally run from the end of the month, this meant that there was a very heavy 
concentration of customer remittances coming in at month end. Given the manual nature of the former AR process, this tended 
to cause a bottleneck, which meant that reconciliation of each remittance could take several days. This could result in some 
customers running out of credit limit, causing them to call up requesting a manual release of their next shipment, further increasing 
the workload. 

Transforming Zuellig 
Pharma’s Receivables 
with Virtual Accounts and 
Robotic Process Automation 

Contributors

Hans van den Bosch, 
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asking that they provide the invoice numbers the payment was 
intended to cover. 

However, under these circumstances the RPA performs an 
important additional step, by automatically collating a set of 
structured information (from the bank statement and SAP) 
relating to the unmatched customer payment1 and sending it to 
a human collector’s work interface. Then, when the customer 
responds to the automated message the RPA has sent and 
the collector attempts to resolve the situation with them, the 
collector will already have the necessary details immediately 
available. Previously, the collector would have had to log into 
SAP, type in the customer ID number and look for the relevant 
information manually.

Once the collector has resolved the match with the customer, 
they can simply complete a shortcut in the work interface that 
will marry the relevant invoices numbers with the remittance. 
The RPA then automatically posts this into SAP. Previously,  
the collector would have had to log into SAP and enter the 
posting manually. 

The RPA queries the bank transaction feed automatically three 
times a day and also automatically refreshes the collectors’ 
work interfaces. This has the additional benefit of spreading the 
workload throughout the day, whereas before everything was 
downloaded on a batch basis only once a day. 

Results and benefits
It is no exaggeration to claim that the new methodology has 
completely transformed the performance of Zuellig’s AR 
process. Since going live, 30-40% of incoming payments per 
month are being matched perfectly and 100% automatically by 
a combination of the virtual accounts and RPA.

A second group of 30-40% of incoming payments cannot not 
be matched automatically, but the workflow for resolving these 
situations is now far more efficient because of the automated 
customer notification, the collector’s enhanced information and 
automated posting.

The gains achieved by the new automated AR methodology are 
impressive. Previously, matching and posting a remittance that 
tallied exactly with outstanding invoices took two to three days, 
whereas now it takes three hours at most. However, it can be 
considerably less than this, depending upon how recently the 
RPA has queried the bank account.

For the second group of remittances, where the customer can 
be identified but an automated match cannot be achieved, the 
situation is less clear cut, as much depends upon how quickly 
the customer responds to the automated message they have 
been sent. However, it is estimated that the time taken to 
match these payments has fallen by ~50%.

Collectively, the time saved through these efficiencies amounts 
to 3-4 FTE. 

Enhanced customer experience
Another benefit has been the enhanced customer experience. 
The improvements in matching performance and the 
smoothing of AR workflow mean that far fewer customers 
are having orders held pending reconciliation or being chased 
for remittances they have already made. This also creates 
something of a virtuous circle because it also means that fewer 
customers are calling up collectors requesting manual release 
of their orders, thereby freeing up the collectors to spend more 
time on matching activities. 

The enhanced customer experience implicit in the reduction 
in the number of held orders and faster matching times is 
also a valuable tool that collectors can use to help persuade 
payees who have not yet transitioned to a virtual account and/
or use electronic payments to do so. Each one that then does 
further reduces the manual workload on the collectors, so 

they can spend more time matching the second category of 
remittances, or simply chasing delinquent payers.

The implementation of virtual accounts has also not impacted 
the customer experience when it comes to account opening. 
HSBC’s dynamic virtual accounts can be opened by Zuellig 
itself, rather than having to rely on the bank to do it. Given that 
the company typically opens around 100 new accounts per 
month, this might otherwise result in a bottleneck and slow the 
overall customer account opening process. A further important 
consideration is that many customers opening new trading 
accounts with Zuellig already have their first order ready to 
place and so are additionally intolerant of delay.

The solution: VA + RPA
Although manually releasing orders resolved the immediate 
issue and provided a measure of customer satisfaction, 
Zuellig’s treasury was looking for a more robust, standardised 
and automated way of managing AR and enhancing the 
customer experience. It accomplished this by splitting the 
problem into two elements:

1. Identifying the customer making the remittance

2. Identifying the invoices being paid by that customer 

To address the first point, Zuellig turned to HSBC’s dynamic 
virtual account solution. Instead of customers making their 
remittances to a single Zuellig bank account, each customer 
would be issued with their own specific virtual bank account 
number to which they would send their remittances. An 
additional benefit of the HSBC dynamic virtual account is 
that account numbers can be generated by the client near-
instantaneously, rather than having to ask and wait for the 
bank to do it. An additional benefit is that clients also have 
considerable flexibility as to the format of virtual account 
numbers. For example, a client can (as Zuellig did) incorporate 
the unique reference numbers it assigns to its customers 
internally into customers’ virtual account numbers. 

Zuellig took full advantage of this flexibility by making the last 
eight digits of each customer’s virtual account number the 
same as their customer ID on its SAP ERP system. This meant 
that a cross referencing table between virtual account and SAP 
customer ID numbers did not have to be created/maintained, 
as the customer ID would be immediately accessible by parsing 
the virtual account number. 

To address the second point, Zuellig implemented an RPA 
solution. This obtains the SAP customer ID from the virtual 
account number and then uses a number of different criteria 
to try and match the customer remittance with outstanding 
invoices. These include invoices due for payment, the total 
open invoice value, total outstanding, overdue invoices, plus 
others. In trying to arrive at a match the RPA also has some 
discretion over rounding errors, because the benefit of an 
automated match outweighs the cost benefit of querying a very 
small discrepancy with the customer. 

Matching outcomes
If the RPA achieves a perfect match, it makes the necessary 
posting directly into Zuellig’s SAP ERP system and 
automatically sends a message to the customer confirming the 
receipt of their remittance and the invoices to which it has been 
applied. In these situations, everything is now 100% automated 
and there is no longer any manual activity involved.

Assuming the customer has paid to the correct virtual account 
number, but the RPA cannot achieve a match, it automatically 
sends a message to the customer advising them of this and 

1 Customer name, amount paid and a list of the customer’s open items
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Working capital 
improvement
The new AR process is also delivering working capital benefits 
to Zuellig. In the past, customer orders were often released in 
good faith when requested, because the company had been 
unable to match the remittance. However, in some cases the 
remittance might not actually have been made at all at the time 
of the release request, thus disadvantaging Zuellig’s working 
capital position. 

An even more significant working capital gain relates to a 
combination of the earlier automated release of pending orders 
(because of faster AR) and Zuellig’s normal payment terms, 
which are based on month end. In the past, the AR process 
might have held an order until early in the following month, so 
the credit period would have been counted from the end of  
that following month. Now, with the substantially expedited  
AR process, almost all orders on accounts where remittances 
have been received to terms are released in the current month, 
thus effectively improving Zuellig’s working capital position by 
~30 days.

The future
“We continue to invest in digital solutions and are at the 
forefront of developments such as instant payments to ensure 
our clients can maximise efficiency through these tools as 
the regulatory, economic and digital landscape continues 
to evolve” says Hans van den Bosch, Global Sector Head, 
Consumer Brands, Retail and Healthcare, Global Liquidity and 
Cash Management. 

The success of the new AR solution in Malaysia has prompted 
Zuellig to consider rolling it out to other jurisdictions in Asia. 
It is also looking at ways of exploiting the rise of instant 
payments across the region. A case in point is the on-going 
implementation of printed QR codes on invoices in conjunction 
with Singapore’s PayNow technology. 

A potential use for this is where a Zuellig sales person visits a 
customer and instead of picking up a cheque, the customer 
scans the QR code. The payment is then made automatically2, 
which Zuellig’s new AR system will be able to reconcile 
automatically, while also sending a confirmation to the sales 
person. This last point has the additional benefit that if the 
sales person has the customer’s next order with them they 
can make immediate delivery. In addition to the improved AR 
and customer experience benefits, this scheme would also 
remove the risks of the sales person carrying multiple cheques 
and the delays inherent in the cheque clearing process. 

Conclusion
“Healthcare is an important sector for our franchise where 
we continue to partner with clients like Zuellig Pharma to 
help make treasury and the wider ecosystem more digital 
and connected.” Says Lance Kawaguchi, Global Head - 
Corporates, Global Liquidity and Cash Management. 

One of the most striking aspects of the new Zuellig AR process 
is that it uses two solutions that in combination amount to 
more than just the sum of their parts. In isolation, HSBC’s 
dynamic virtual accounts or RPA would have achieved some 
benefits, but these would have been comparatively limited. In 
conjunction, they have achieved something exceptional. The 
benefits they have achieved in combination include automation, 
faster processing, cost reduction, better customer satisfaction 
and a stronger working capital position.

“The successful implementation of this VA- and RPA-fuelled 
solution is a brilliant testament to our cooperation with HSBC. 
Our joint interest in developing innovative tools and the will 
to dive into new technologies has made the partnership with 
HSBC very fruitful. Thinking out of the box and coming up with 
new approaches needs partners with an equally entrepreneurial 
spirit. With HSBC we have found an excellent match,” says 
Mirko Dierks, Chief Financial Officer, Zuellig Pharma Malaysia. 

2  This assumes the customer uses a bank connected to PayNow, which many of 
Zuellig’s Singapore customers do. 



A recent roundtable discussion hosted by TMI saw five industry experts debate the best way to move the needle on 
diversity and inclusion in treasury. The freewheeling conversation looked at everything from new tactics for ensuring 
suppliers – including banks – meet D&I criteria, to helping transgender employees feel comfortable bringing their true 
selves to work and ensuring colleagues with disabilities enjoy full access to the workplace.

It’s easy to sit in an ivory tower and pontificate about diversity and inclusion (D&I) in treasury. Enacting it is an altogether different 
scenario, especially when treasury talent pools are not always overflowing with ideal candidates, let alone diverse ones. 

Nevertheless, as the treasurer’s role as a strategic partner to the business grows, and treasury departments transition from cost 
centres to profit centres, D&I is becoming a more pressing priority for treasury leaders. But how can treasurers do more to advance 
D&I? Where does more attention need to be focused? And what are the business benefits of making D&I the new standard? 
These questions and more were answered during TMI’s inaugural D&I Roundtable Debate.

Getting Real about 
Diversity & Inclusion 
in Treasury

Contributors

Lance Kawaguchi, 
Managing Director and Global Head – Corporates, Global 
Liquidity and Cash Management, HSBC

Joanna Bonnett, 
Group Treasurer, PageGroup

Adam Richford, 
Head of Treasury and Investor Relations, Renewi

Brook Ballard, 
Treasury Manager, Cheniere Energy Inc.

Luc Vlaminck, 
Group Treasurer & Managing Director, Remy Cointreau

Eleanor Hill, 
Editor, Treasury Management International (TMI)

103Navigating Treasury 4.0 World - Corporates Guidebook102



Eleanor Hill, Editor, TMI: Why do you think 
treasurers should pay attention to D&I? What 
are the potential business benefits? 

Lance T. Kawaguchi, Managing Director, Global Head 
– Corporates, Global Liquidity and Cash Management, 
HSBC: Research consistently shows that diversity in the 
workplace is an asset for businesses and their employees. 
Having a diverse workforce can increase the capacity 
for innovation and creativity – whereas homogeneous 
environments rarely promote out-of-the box thinking. 
For treasurers, having a diverse team that can approach 
challenges with fresh eyes is only going to be a benefit. And in 
the age of robotic treasury, creative minds will be even more 
highly sought after. From a banking perspective, D&I is critical 
because we want to mirror our client base, which is becoming 
more and more diverse. 

Joanna Bonnett, Group Treasurer, PageGroup: The treasury 
profession is moving in the right direction when it comes 
to D&I, however key areas of the wider community are still 
under-represented in treasury. Nevertheless, treasurers 
increasingly realise that D&I is key to retaining good talent and 
also attracting the talent of the future. Millennials have high 
expectations of their employers and working environment – 
and the diversity of the workforce will often play a significant 
role in their career decisions. If, as treasury leaders, we’re 
not offering the flexibility, the right culture, and the right 
team environment, we’re just not going to attract the next 
generation of talent. It’s as simple as that.

Adam Richford, Head of Treasury and Investor Relations, 
Renewi: Diversity in its broadest sense is important in treasury 
because different thought processes, backgrounds and 
experiences all help to reduce the risk of collective decision-
making. If you consistently hire people in the same mould, 
you risk not having sufficiently diverse views to make robust 
decisions. Having a diverse and inclusive workforce can lead 
to better solutions to the challenges you’re facing. 

Brook Ballard, Treasury Manager, Cheniere Energy: I’d 
agree that when you have a diverse and inclusive team, one 
of the greatest benefits is the diversity of thought. Like Adam 
said, when you rely on like-minded individuals, they may not 
make the best-informed decision. Every single different trait 
and experience a person brings to the table is actually a new 
path towards a more rounded collective decision-making 
process. And for treasurers, anything that can lead to less risk 
in decision-making, is a huge potential benefit.

Hill: How are you changing your recruitment 
processes to ensure greater D&I in your 
treasury team?

Luc Vlaminck, Group Treasurer & Managing Director, 
Remy Cointreau: Treasury teams are often quite small and 
lean – so there is naturally a tendency to focus on the technical 
abilities of the candidates we hire. But I also focus heavily on 
whether the individual will fit with the team and the company 
culture, as well as complementing the existing skills we have, 
while challenging us to perform better. Like many corporates, 
we use a recruitment agency for hiring fresh talent and we 
insist on diversity in our candidate list. 

Bonnett: Not only do I work for a recruitment company, 
but I’m also recruiting myself at the moment. I asked our 
recruitment consultants to provide me with a diverse list 
of candidates – covering a variety of aspects ranging from 
gender and age to background. They know that I have very 
high standards, and they always deliver. So, as much as it is 
tough to recruit treasury talent and ensure the candidate pool 
is diverse, it is by no means impossible. And I would like to see 
treasurers demanding more from their recruitment consultants 
and HR departments going forward.

Ballard: HR helps drive our recruitment and we work closely 
with them, covering the aspects that Luc and Joanna have 
both mentioned. First and foremost, treasury requires a well-
qualified individual for the role, but we insist on making that 
choice from a diverse candidate pool. We also ensure that 
candidates are interviewed by diverse representatives from the 
company, and a hiring decision is then made by committee to 
ensure the best person for the job is hired. 

Vlaminck: Continuing to support D&I after recruitment is 
also important – making sure that the new employee has 
the opportunities to use their diverse skills and thinking. So, 
it’s helpful to review treasury processes when a new team 
member comes in and to shake up the status quo. Training for 
new recruits is also critical, to ensure they are given the right 
tools to grow within the organisation and reach leadership 
levels, which is often where diversity is lacking. 

Bonnett: Beyond recruitment, it’s important to think about 
other ways to support D&I through treasury activities. At 
PageGroup we are now including D&I criteria in our request 
for proposals (RFPs), and expect the banks to include a range 
of different individuals in the team responding to the RFP. 
Some banks are finding this pretty challenging; but for us, it’s 
very rewarding – and it’s been great to meet different bank 
representatives, including more junior individuals who are now 
being given the opportunity to come to pitches. 
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Hill: Where are we missing the mark when it 
comes to D&I in treasury? What still needs to 
be done? 

Kawaguchi: We talk a lot about diversity in terms of gender 
and ethnicity, as well as age. There is still much to do on all 
of these fronts, but it’s important not to forget the inclusivity 
angle too. Supporting transgender employees is a big focus for 
us at HSBC right now and I’ve been running training sessions 
internally to ensure that colleagues are educated on gender-
neutral pronouns, for example. Another area where we’re 
trying to focus more is disability – I’d like to do more to make 
employees with disabilities feel included, and also to increase 
the number of job applications we receive from candidates 
with disabilities.

Hill: Some disabilities can be sensitive for the 
person that has them, though. How can we 
address these in a way that ensures we’re being 
inclusive, whilst not overstepping the mark?

Bonnett: As treasury leaders, we must respect each 
individual’s needs and requirements in the workplace and 
ensure every team member is given the support they require 
– and enjoys the freedom to manage their workload in a 
manner that plays to their strengths. For employees with 
disabilities specifically, this could mean providing an adaptive 
and somewhat tailored working environment. Given that 
disabilities can be physical and/or psychological, this might 
involve practices such as providing additional time to perform 
tasks or ensuring work from home days are readily available 
where appropriate. This practise of working flexibly should be 
available to all employees, thus reducing any barriers to any 
one group or individual.

Kawaguchi: Communication is key here. Once a member of 
my team makes me aware of a disability, then I can help them 
to put in place a plan that will enable them to perform at their 
best. Working from home is certainly a critical component of 
any inclusivity strategy and I think that treasury leaders would 
do well to focus more on productivity rather than perception. 

Being present in the office does not automatically equate to 
work being done efficiently. In turn, this requires management 
to be flexible and focus on the employee, not just the bottom-
line; although happy and productive employees will likely drive 
bottom-line improvements anyway.

Hill: How important is mentoring in 
improving D&I?

Ballard: Mentoring is important in retaining a diverse 
workforce because people often leave jobs because they don’t 
feel valued, or they’re not continuing to learn and grow. At 
Cheniere, we have traditional mentoring programmes, but we 
also have a rotational analyst programme where individuals 
come into the treasury department for six months – and they 
come from all different parts of the business, all the way from 
trading to HR. 

The benefits of this rotational programme cut both ways. 
By having a different mix of people in the team, everyone in 
treasury is learning and growing. Meanwhile, the rotational 
analysts benefit from having different mentors throughout the 
organisation and learn about varied aspects of the business, 
which comes full circle in contributing to diversity of thought.

Kawaguchi: Mentoring is extremely important, and reverse 
mentoring is increasingly helpful too – this involves more 
senior team members being mentored by junior employees. 
Reverse mentoring helps managers to better understand the 
needs of the workforce, how younger staff think, what matters 
to them, and how the team is performing as a whole. 

Richford: Sharing information among peers is useful as well. 
This is not mentoring in the strictest sense, but collective 
education around D&I can be powerful. Some of the 
treasury associations are doing a good job in this space. At 
the European Association of Corporate Treasurers’ (EACT) 
conference last year, for example, one session focused entirely 
on D&I, looking at the statistics of the existing association. The 
focus was then on how to bring more diverse talent through 
the treasury pipeline, with the message being that it will take 
effort from all of us – over a sustained period of time.

Vlaminck: There are various approaches to mentoring, some 
formal, some informal. Mentors don’t always have to be inside 
the organisation, either. But they can be powerful allies for 
people going through personal problems. Mentors often offer 
a safe space for people to rehearse conversations they might 
need to have with their boss – perhaps about a mental illness, 
for example. So, there is definitely a link between D&I and 
mentoring, and the two complement each other well.

Bonnett: Absolutely, and that’s why it’s important that 
treasurers volunteer as mentors too, more so if you are 
representing a minority group. There are many platforms 
within the treasury community where you can offer those 
services, with the UK ACT’s Mentor Me programme being just 
one example.

Kawaguchi: It’s essential not to forget about developing 
and educating your existing team on D&I too. There’s often 
a temptation to focus solely on new recruits when thinking 
about D&I. But there’s a lot that can be done right now to 
educate the existing workforce and also to make current 
employees feel more included. 

As I mentioned earlier, I’ve been working closely with some of 
our transgender employees to raise awareness of transgender 
issues through education sessions. Not only is this stretching 
non-transgender staff to think outside of their comfort zones, it 
is also building a more inclusive workplace. 

Hill: What is the D&I ideal and how do we get 
there – if possible?

Ballard: There are a number of different challenges still. Even 
defining D&I can be tough. For some organisations, it is just 
about ‘traits’ such as gender, ethnicity, age and disability. For 
others, D&I means diversity of thinking and different ways of 
working. A standardised definition of D&I would be useful, 
giving criteria to work towards, and perhaps benchmarks for 
different industries. 

Kawaguchi: For my team, the plan is to move the D&I 
conversation forward by aligning with those often under-
represented in D&I discussions, such as transgender 

employees and colleagues with disabilities. Of course, it  
is still important to focus on all of the other aspects of D&I,  
but I feel someone needs to champion transgender employees 
and team members with disabilities – so it’s a personal mission 
for me. 

In addition to raising the profile of D&I initiatives, achieving 
true D&I also means enforcing what we say. That translates 
into zero tolerance for sexual harassment or any type of 
discrimination in the workplace. Without enforcing this kind of 
culture, we’re not going to get the change that we want to see.

Bonnett: With that in mind, it still feels as though an entire 
shift in thinking is required before D&I is properly addressed 
and organisations are able to attract and retain the best  
talent. Corporate culture, and the way deliverables are 
managed and measured needs to be updated – as do working 
hours and locations. 

Lance alluded earlier to ‘presenteeism’ and this is a significant 
issue in many corporate workplaces. It’s time to wake up to 
the fact that having a highly productive employee working 
from home is better than having a non-productive one in the 
office. Employees also need to feel safe in the workplace: free 
from harassment and free to be themselves.

I’m confident that this shift will happen, but it will take time, 
and it will take effort from everyone. Improving D&I is therefore 
a deserving challenge for treasury leaders to set their sights 
on, and I look forward to working with my peers and business 
partners to truly move the needle.
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