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PROACTIVE TREASURY: PUT STRATEGY AT THE TOP OF THE PYRAMID 

Three basic aspects of treasury activity must occur regardless of 
whether treasury is reactive or proactive: operations, analytics, and 
strategy.

By its very nature, most of treasury’s activities are operational, such 
as managing cash, collections, and payments. These tasks can be 
complex, involving treasury payments for investment settlements, 
foreign exchange trades, stock buybacks, setting up bank accounts, 
and many other operational activities that often take up to 80 
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Three basic aspects of treasury activity must 
occur regardless of whether treasury is reactive 
or proactive: operations, analytics, and strategy.

percent of a traditional treasury’s time.  But it is in traditional, reactive treasuries that operational 
activities dominate.  The next most important function is analytics. Analytics - often related to 
risk assessment and cost analysis - traditionally takes up 15 percent of treasury’s time. Finally, 
treasuries try to allocate time to strategic initiatives, which might take five percent of a reactive 
treasury’s time. Strategic considerations can cover many areas that have a broad impact on the 
business.  For instance, treasury may be asked to weigh in on an important acquisition which may 
have ramifications from a foreign exchange standpoint, or liquidity needed to fund the acquisition. 
In a reactive treasury, think of these three activities as forming a pyramid, with operations at the 
bottom, analytics in the middle, and strategic activities at the top.

KEY LESSONS

TREASURY HAS NOW BECOME THE 
FINANCIAL NERVE CENTER OF THE 
ORGANIZATION.

A PROACTIVE TREASURY IS ONE 
IN WHICH YOU’RE NOT ONLY 
MONITORING RISK BUT ALSO 
LOOKING TO MITIGATE RISK.
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PROACTIVE TREASURY: PUT STRATEGY AT THE TOP OF THE PYRAMID 

In a more proactive, strategic treasury, the pyramid is 
essentially flipped so that much more time is spent on strategic 
activity and much less on treasury operations. How do you 
do this? Several things must happen to make treasury more 
strategic.

First, move low-value operational activities into a shared 
service center or even automate these activities so that 
treasury has more time to apply its skills to analytics and 
strategic considerations. Second, treasury must improve its 
analytics capability by investing in secure technology that 
provides more real-time visibility into all aspects of cash and 
risk management. Third, treasury must have more active 
engagement with stakeholders throughout the company and 
beyond, with agencies, banks, and regulators.

As treasury becomes more strategic, it must think about its 
own role comprehensively, from the perspective of people, 
process, and technology. It’s not something that happens 
quickly because so many components must be taken into 
account. In addition, the expectations for a proactive treasury 
differ from one industry segment to another. At the end of the 
day, however, treasury must be a good partner to its business 
unit, both up and down the chain.

In a more 
proactive, 
strategic treasury, 
the pyramid is 
essentially 
flipped so that 
much more time 
is spent on 
strategic activity 
and much less on 
treasury 
operations.
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A PROACTIVE TREASURY BEGINS WITH A HORIZONTAL VIEW ACROSS BUSINESS SILOS

Many of the changes we are seeing now in how treasury works 
have happened as a result of the 2008 financial crisis. That crisis put 
the corporate treasurer at the center of attention in the company, 
because at its peak, the problems that all businesses faced were 
similar. Do we have enough cash? How are our businesses really 
doing? Are our banks going to survive? What’s going to happen 
to us? Treasurers learned that to maintain a strategic role in the 
business, they had to move away from the cubicle.

One of the unique contributions a proactive treasury can make to 
the business comes from the fact that treasury’s understanding of 
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One of the unique contributions a proactive treasury 
can make comes from treasury's understanding of 
the financial situation, which gives it a horizontal 

view that cuts across operational silos.

KEY LESSONS

ONE THING THAT IS CHANGING 
RAPIDLY IS THE SELF-AWARENESS 
OF TREASURERS THAT THEY CAN 
MAKE POSITIVE CHANGES IN 
BUSINESS OPERATIONS.

THE NEXT STEP FOR TREASURERS 
IS NOT TO SHY AWAY FROM 
BUSINESS PROCESSES THAT 
TYPICALLY ARE NOT PART OF 
THEIR RESPONSIBILITY.

KEY LESSONS

1

2

the financial situation of a company gives it a horizontal view that cuts across operational silos. So, 
it’s really up to the treasurer to explain performance indicators that provide insight into how the 
operations within one silo can affect what’s happening in another.

A good example of this is to consider the two operations of logistics and procurement in the 
context of inventory as a metric. Logistics has the objective of reducing inventory. On the other side, 
procurement has the objective of reducing the cost per unit of goods purchased. 
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A PROACTIVE TREASURY BEGINS WITH A HORIZONTAL VIEW ACROSS BUSINESS SILOS

To reach this goal, procurement signs extended contracts 
with suppliers for full truck deliveries, because that’s how the 
supplier can offer the best unit pricing.

The purchasing manager reaches the objective of reducing 
the cost per unit, but that increases inventory, which creates a 
logistics problem. If the purchasing manager is just managing 
how he or she buys the goods without understanding what the 
impact on inventory is, then this unit cost metric becomes a 
siloed piece of information.

Treasury is in a position to analyze the cost of goods sold while 
also looking at inventory values in the balance sheet. The 
proactive treasurer can develop metrics that optimally balance 
the goals of logistics and inventory control with the somewhat 
competing interests of procurement. Developing that horizontal 
view should be the first step for the proactive treasurer.

In a post-economic crisis environment, treasury needs to shift 
from being important for tactical cash-management reasons 
to maintaining its importance for operational reasons. Building 
a connection between the operational performance in the 
supply chain and an equivalent financial performance enables 
treasurers to educate and inform, and they can recommend or 
influence the establishment of some performance indicators 
that do not jeopardize the operational performance of a single 
department but work to balance the results. Part of treasury’s 
proactiveness is recognizing that it needs to take the first step 
so that business units can see that there’s something better 
than doing what they have always done in the past.

In a post-economic 
crisis environment, 
treasury needs to 
shift from being 
important for 
tactical cash-
management 
reasons to 
maintaining its 
importance for 
operational 
reasons.

ENRICO 
CAMERINELLI

Enrico Camerinelli is a senior 
industry analyst specializing in 
wholesale banking, treasury, cash 
and trade finance, and payments. 
Previously, he served as the 
European director and chief analyst 
at the Supply Chain Council, a 
nonprofit that serves the logistics 
and supply chain industry. He 
also spent 10 years working as a 
supply chain manager at various 
manufacturing and automotive 
companies.

Sr. Analyst, 
Aite Group

Twitter   I   Website 

http://www.kyriba.com/
https://twitter.com/ecameri
http://www.aitegroup.com


 

7Sponsored by:

DEFINING THE ROLE OF THE PROACTIVE TREASURER

Long viewed as a function rather than a strategic element of the 
business, the perception of treasury is changing—along with the 
role itself. The mandate for continued growth while managing risk 
is driving treasury teams to be more proactive, identifying new 
opportunities and driving significant business value.

Treasury’s Changing Role
The role of the corporate treasurer has been evolving dramatically 
since the financial crisis. There is renewed recognition of the 
importance of traditional treasury activities while at the same time treasurers are being asked to play 
a more strategic role in corporate activities such as capital allocation.

In the 2014 AFP Strategic Role of Treasury Survey, supported by Oliver Wyman, 84 percent of survey 
respondents reported that the role of treasury in their organizations has expanded over the past five 
years. Eighty-three percent of financial professionals anticipate further growth in treasury’s strategic 
role over the next five years.

In the post-2008 environment, treasurers are expected to think and act strategically, deploy their 
staff and the company’s cash more prudently than ever before, and lead and inspire. All this is in 
reaction to an increased focus by corporate leaders and boards of directors on optimizing the use of 
their companies’ cash and ensuring holistic risk management. This shift is significantly altering how 
companies reach strategic decisions as they attempt to improve their performance in an increasingly 
uncertain business environment.

KEY LESSONS

TREASURERS MUST THINK AND 
ACT STRATEGICALLY AND DEPLOY 
THE COMPANY’S CASH MORE 
PRUDENTLY THAN EVER BEFORE.

TREASURY MUST BE INVOLVED IN 
STRATEGIC PLANNING FROM THE 
BEGINNING.

KEY LESSONS
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DEFINING THE ROLE OF THE PROACTIVE TREASURER

A key reason why treasurers are in the spotlight is that companies 
are under increasing pressure to deploy the cash that has been 
accumulating on their balance sheets since 2009. Treasurers are in an 
ideal position to critically evaluate and optimize the various strategic 
uses of cash, ranging from financial options such as share buybacks, 
debt repayment, and dividend increases to operational alternatives 
such as capital expenditures, acquisitions, and product development. 
They are also well positioned to evaluate emerging, unconventional 
business opportunities such as supplier finance, peer-to-peer lending, 
and customer loyalty and payment strategies.

Changing the View
At recent Corporate Treasurers Council roundtables held around the 
country, participants considered the question, “What makes a world-
class treasury?” One of the best answers was that “treasury needed to 
be visible, capable, and reliable in the eyes and minds of the business 
groups.” In the same vein, attendees reported that treasury needs to 
get out and work with the operating units, educating them on how 
they affect working capital. “While treasury may not directly control 
[accounts receivable] and [accounts payable], it is the ‘conductor,’” 
one treasurer said.

Another treasurer added that treasury needs to “own the balance 

Ultimately, 
treasurers will 
have to ensure 
highly effective 
and efficient 
treasury operations 
to fulfill the 
requirements of 
the “new” treasurer. 

sheet” and the projections tied to long-term planning. In other words, treasury must be involved in the 
strategic planning process from the beginning. To do so, it must integrate the capital structure into the overall 
business strategy. According to participants, treasurers must determine how the capital structure supports 
the company’s strategic initiatives and, conversely, how those strategic initiatives affect the capital structure.

Ultimately, treasurers will have to ensure highly effective and efficient treasury operations to fulfill the 
requirements of the “new” treasurer. In a world of constantly evolving risk, the role of treasury has never 
been more critical to an organization’s success.
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LEAD STRATEGICALLY

Treasurers get noticed when credit is tight, banks are in turmoil, and 
currencies are volatile. If you’re a treasurer, the trick is to make sure 
you’re noticed for keeping things running smoothly. The secret to 
doing so is to take a strategic approach to your role and its execution.

The attributes of poorly performing treasuries are well known. IT 
picks the treasury management system, tax determines where bank 
accounts are located, marketing sets sales terms, sales can’t be 
bothered with cash forecasting, and cash is everywhere it shouldn’t 
be and nowhere it’s needed. The challenge is moving from this type 
of reactive treasury management environment to a strategic one in 
which the treasurer is a corporate team player who provides expertise 
across the organization and improves financial and enterprise 
performance.

If you're a treasurer, the trick is to make sure you're 
noticed for keeping things running smoothly.

KEY LESSONS

NETWORK RELENTLESSLY WITHIN 
AND OUTSIDE YOUR COMPANY. 
LEARN YOUR PEOPLE.

STRATEGIC TREASURERS ARE 
LEADERS, NOT FOLLOWERS.

KEY LESSONS

1
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LEAD STRATEGICALLY

The following are observations our firm has made in its decades 
of experience working with companies and treasuries around the 
world:
   •  Strategic Treasurers are Leaders, not Followers. There is 

always a company or vendor promoting a new “flavor of the 
month,” a technology idea that cannot fail. The treasurer who 
leads is the one who knew what Software as a Service (SaaS) 
was before every treasury vendor in the world began to extoll 
its virtues. He or she knew where the company stood on SaaS 
and was able to ask the right questions, sifting through the 
chaff of marketing initiatives.

    •  Great Treasurers are People-Focused. They network 
relentlessly inside and outside their companies, learning 
about the challenges of others within their company and 
getting ideas from the outside. Walk the halls of a company 
with a treasurer: the strategic treasurers are those who are 
known and greeted throughout the building.

Skilled treasury 
teams employ 
realistic, 
appropriate 
metrics to 
their work.
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   •  Everyone has Opinions, but Facts Don’t Lie. Skilled treasury teams employ realistic, appropriate 
metrics to their work. Improving Days Sales Outstanding (DSO) is a worthy but ambiguous goal. 
Wise treasurers ensure that their organizations have a common definition of DSO and that targets 
are appropriate for the geographies and market segments in which they operate.

   •  Effective Treasurers are Disciplined. They create reasonable plans for their groups, execute 
the plans, and report on them to their stakeholders. There will always be some kind of crisis in 
treasury, but high-performing treasuries navigate the crisis and achieve their plan objectives. 
It’s no accident that their plans offer benefits to other company functions outside the corporate 
treasury.

The rewards of getting it right are personal and professional success—rewards worth the effort of 
thinking strategically.
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PLOT A COURSE FOR CHANGE

In Alice’s Adventures in Wonderland, author Lewis Carroll featured the 
following exchange between the protagonist and the elusive Cheshire 
cat. Alice inquires, “Would you tell me, please, which way I ought to 
go from here?” “That depends a good deal on where you want to get 
to,” the cat replies. Alice retorts, “I don’t much care where—” “Then it 
doesn’t matter which way you go,” the grinning cat counters.

The logic is unassailable; any road will lead you someplace. The actual 
question is whether the destination is worthwhile. These words of 
wit can be applied to establishing treasury as a proactive partner in 
your business. To counter the listlessness experienced with no goal or 
map, first and foremost you need to plot a course for change. Treasury 

First and foremost you need to plot a course for change.

KEY LESSONS

STRATEGY MATTERS: ESTABLISH A 
BLUEPRINT FOR MAKING TREASURY 
A KEY PARTNER IN THE BUSINESS, 
AND THEN EVANGELIZE THAT 
STRATEGY THROUGHOUT THE 
BUSINESS.

NURTURE RELATIONSHIPS: MAKE 
OTHER DEPARTMENTS AWARE 
OF WHAT A PARTNERSHIP WITH 
TREASURY CAN PROVIDE.

KEY LESSONS
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can too easily be seen as a resource for other departments to draw from only when they need specific 
information, making treasury little more than a financial services wiki. For a direction to be effective, it 
must focus on what treasury has to offer to internal partners across the organization and explain why 
working with treasury will benefit them.

Coupled with a change in focus, this newly created proactive treasury department must go about 
reshaping the culture around it. To do so, it must trumpet that new strategy; it’s through this internal sales 
process that other departments will become aware of what a partnership with treasury can provide. 
Much like sales leads, these new connections must be cultivated and nurtured if they are ever to bear 
fruit. This process cannot be a one-way street where treasury only rolls up its proverbial sleeves when it’s 
a project of interest. There will be times when another department is working on something uninspiring. 
Maybe the company has to jettison a particular brand or restructure to remain competitive. Unpleasant as 
such tasks might be, these are the types of undertakings where treasury can add value.
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PLOT A COURSE FOR CHANGE

There are consequences to treasury being reactive in nature. I 
recently spoke with a friend at another company who expects a 
large hit to earnings per share (EPS) in the coming year because 
of negative foreign exchange exposure. This type of risk was 
not considered when the business was expanding and treasury 
wasn’t included in the sales and business structure decisions. 
Treasury failed to stake its claim in the conversation.

At Hanesbrands, we are always reviewing potential acquisitions. 
By being proactive, treasury has secured a seat at the table in 
the early discussions. When we recently purchased a company 
based in Europe, we were heavily involved upfront. Treasury 
was able to show that there was a growing pool of corporate 
cash in Europe and successfully lobbied to have the deal 
financed there, as it was the most efficient use of cash going 
forward. Further, we were able to model the deal’s impact on 
EPS and financial statements at a high level based on a variable 
set of assumptions. That information helped our executives 
assess the deal to gauge whether the proposed tie-up was truly 
accretive.

Although I have focused thus far on how treasury can work 

Focus on what 
treasury has to 
offer to internal 
partners across 
the organization 
and explain why 
working with 
treasury will 
benefit them.

cross-functionally across the organization, it is important to turn these same principles inward. 
For a treasury team to truly optimize its own operations, each member should understand the 
connections his or her area has across the department and be open to feedback from others on 
how to improve operations. I refer to Alice’s adventure and a piece of advice administered by the 
Queen of Hearts: “My dear, here we must run as fast as we can, just to stay in place. And if you wish 
to go anywhere you must run twice as fast as that.” If you work hard to become a proactive, cross-
functional team, both within and throughout the organization, you will know that you are getting 
and providing the best ideas to drive the business—and treasury—forward.
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UNDERSTAND THE VALUE THAT TREASURY CAN OFFER

The greatest opportunity for treasury to move from a reactive to 
a proactive force in an organization comes from understanding 
what treasury does that drives value in that organization. If treasury 
doesn’t understand its value, then it’s not going to be part of an 
elevated discussion. Gaining that understanding of treasury’s value, 
and then acting on it requires taking three essential steps.

First, being strategic requires time; to gain time, treasury operations 
must become as efficient and productive as possible. This is a 
challenge because treasury operations manage a huge load of 
transactional and reporting activities needed to maintain liquidity 
on a daily basis. Treasury is often reactive and responsive to 
financial realities that are beyond its own control. So, to become 
more efficient, treasury must adopt tools and policies that automate 
as many treasury operations as possible.
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If treasury doesn't understand its value, then it's 
not going to be part of an elevated discussion.

KEY LESSONS

BEING MORE EFFICIENT GIVES 
TREASURY TIME TO FOCUS 
PROACTIVELY ON ANALYSIS AND 
BUSINESS INSIGHT.

A PROACTIVE TREASURY WORKS 
COLLABORATIVELY TO PLAY A 
MORE ADVISORY ROLE WITHIN 
THE ORGANIZATION.

KEY LESSONS

Twitter   I   Website   I   Blog  
b

1

2

Download the full e-book: 
Taking Treasury from Reactive to Proactive

http://www.kyriba.com/
http://www.twitter.com/kyribacorp
www.kyriba.com
http://www.kyriba.com/blog
info.kyriba.com/proactive_ebook


 

14Sponsored by:

UNDERSTAND THE VALUE THAT TREASURY CAN OFFER

The second step, which really goes hand in hand with the first, 
is to develop better financial controls, including procedures, 
regulatory compliance, audit trails, and proper security 
measures. It also includes internal policies and procedures, such 
as how many people touch a payment before it goes out the 
door and how many people have signing authority over a bank 
account. Whether treasury operates in one country and one 
office or is part of a multinational organization with hundreds of 
people involved in transactional activities, some of whom may 
not even be part of treasury, it must all be part of a process to 
ensure that everything is known, controlled, and understood, 
either to a regulatory level or just to meet internal policies.

With more efficient treasury operations and better financial 
controls, treasury can take the third step to becoming proactive: 
gaining greater visibility into financial data. Whether it’s 
analyzing global cash and liquidity, understanding the cost to its 
banking relationships, or knowing the organization’s exposure at 
any moment in time, that visibility enables better decisions.

These three steps provide treasury with the time and 

Being strategic 
requires time; to 
gain time, treasury 
operations must 
become as 
efficient and 
productive as 
possible.

information it needs to play an advisory role within the organization. The strategic value treasury 
offers varies with the business. It can collaborate in decisions about best use of capital, the impact of 
new regulations, or how an acquisition will affect the business. Being more efficient, having stronger 
financial controls, and having greater visibility into finances enable treasury to better understand the 
value it has to offer, and then to be proactive in delivering that value.
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Kyriba’s cloud treasury system gives you the visibility to power business growth.

Organizations need to work their capital effectively to drive long-term 

growth. Proactive Treasury Management is a new approach to treasury, 

delivered exclusively by Kyriba, the leader in cloud-based treasury 

management. Beyond simple treasury automation, Proactive Treasury 
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smarter, more informed business decisions, and add value throughout 

the organization.

With Proactive Treasury Management, CFOs and treasurers can be the 

enablers of growth well into the future. 

Contact us now at 1-855-KYRIBA-0 �²�o��Y�Âµ������b�8½�kyriba.com.
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Tomorrow’s Treasury
Management Today.

http://www.kyriba.com/solutions/proactive-treasury-management

