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MODULE FRAMEWORK

From Transactional Cash Management to Strategic Value Creation

Five connected capabilities across liquidity, working capital, risk and treasury operations

Cash & Liquidity 

Intelligence
Predictive forecasting and 

real-time visibility

Working Capital 

Optimization
Receivables, payables, 

inventory and CCC

Treasury Risk 

Management
FX, interest rate, liquidity 

and counterparty risk

Treasury Operations 

& Governance
Payments, cybersecurity 

and fraud prevention

Autonomous 

Treasury
Copilots, agentic AI and 

Digital Twins

AI enhances analytical capability, but accountability for financing, capital structure, investments and hedging remains with experienced treasury and finance 

professionals.
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LEARNING OBJECTIVES

What This Module Prepares You to Do (1 of 2)

1
Understand how AI is transforming modern treasury management from a transactional support function into a strategic value 
creation function.

2
Explain the role of AI in optimizing liquidity management, cash positioning, and enterprise-wide cash visibility.

3
Evaluate how AI enhances short-term and long-term cash flow forecasting using predictive analytics and machine learning.

4
Understand the application of AI in working capital optimization, including accounts receivable, accounts payable, inventory 
management, and the Cash Conversion Cycle (CCC).

5
Assess how AI improves treasury operations through intelligent bank reconciliations, automated payment processing, cash 
pooling, and liquidity optimization.
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LEARNING OBJECTIVES

What This Module Prepares You to Do (2 of 2)

6
Explain the use of AI in managing treasury risks, including foreign exchange, interest rate, counterparty credit, commodity price, 
and liquidity risk.

7
Understand how AI supports investment management, surplus cash optimization, debt management, and capital allocation 
decisions.

8
Identify governance, cybersecurity, regulatory, and ethical considerations associated with AI-enabled treasury operations.

9
Apply practical AI frameworks, dashboards, control matrices, and treasury performance metrics to improve treasury 
effectiveness.

10
Develop an implementation roadmap for building an AI-enabled treasury function that enhances financial resilience, operational 
efficiency, and strategic decision-making.
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MODULE 5

How This Module Is Organized

5.1

Introduction

From cash custodian to strategic financial advisor
5.2

The Evolution of Treasury Management

From transactional treasury to Autonomous Treasury

5.3

Cash Flow Forecasting & Liquidity Mgmt

Predictive, multi-horizon liquidity intelligence
5.4

Working Capital Optimization

Receivables, payables, inventory and the CCC

5.5

Treasury Risk Management

FX, interest rate, liquidity and counterparty risk
5.6

Treasury Operations & Banking

Payments, fraud detection and banking relationships

5.7

Investment Mgmt & Capital Allocation

Surplus cash, debt optimization and capital structure
5.8

Treasury Governance & Cybersecurity

Controls, compliance and fraud prevention

5.9

Toward Autonomous Treasury

Copilots, agentic AI, Digital Twins and Command Centers
—

Case Studies & Annexures

Six illustrations and reference frameworks
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Introduction:

From Cash Custodian to Strategic Financial Advisor
Treasury as a strategic partner strengthening financial resilience and value creation
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5.1  INTRODUCTION

Treasury Has Evolved into a Strategic Partner

▪ Treasury has evolved from an operational support function into a strategic partner that strengthens financial resilience, 

optimizes capital deployment, and supports long-term value creation.

▪ Growing business complexity — multiple jurisdictions, currencies, banking relationships, and regulatory environments — has 

transformed treasury, while Boards expect real-time liquidity visibility and rapid response to changing conditions.

▪ AI accelerates this transformation by embedding predictive analytics, intelligent automation, and real-time decision support 

into core treasury activities — forecasting cash flows, optimizing liquidity, identifying risks, and recommending actions.

CENTRAL MESSAGE

Despite these advances, treasury remains fundamentally dependent on professional judgement. AI enhances analytical capability, but 

accountability for financing, capital structure, investments, and hedging remains with experienced treasury and finance professionals.
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The Evolution of Treasury

Management in the AI Era
From a transactional function to a strategic capability for liquidity and resilience
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5.2  THE EVOLUTION

From Transactional Function to Strategic Capability

▪ Treasury has evolved from a largely transactional function focused on cash, payments and banking relationships into a strategic 

capability responsible for liquidity, capital optimization, financial risk management and enterprise resilience.

▪ As organizations expanded across markets and currencies, treasury assumed broader responsibilities for financing, FX and 

interest-rate exposures, and enterprise liquidity — with ERP and TMS improving integration, but decision-making still relying 

substantially on historical information.

▪ Cloud platforms, APIs, RPA, advanced analytics and AI are enabling the next stage of treasury transformation — extending 

automation into prediction and decision support.
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5.2  THE EVOLUTION

The Treasurer’s Shifting Role

▪ AI is simultaneously improving treasury operations — intelligent automation supports payment processing, bank reconciliations, cash 

positioning, fraud detection and compliance monitoring, while predictive analytics strengthens working capital, financing and risk 

management.

▪ These capabilities do not remove the need for professional judgement — capital structure, funding, investments, hedging and 

liquidity decisions must continue to reflect business strategy, risk appetite and regulatory requirements.

▪ The Treasurer’s role is shifting from custodian of cash to strategic financial advisor — moving toward Autonomous Treasury, where 

routine activities are executed or orchestrated by intelligent systems within approved limits, while professionals retain responsibility 

for strategic decisions and oversight.
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5.2  THE EVOLUTION

Evolution of Treasury Management

Treasury Era Primary Characteristics Role of Treasury

Traditional Treasury
Cash handling, cheque processing, bank reconciliations, short-term 
funding

Cash custodian and transaction processor

Integrated Treasury
Centralized banking, electronic payments, liquidity management, 
debt administration

Operational treasury and liquidity manager

Digital Treasury
Cash visibility, automated payments, centralized forecasting, 
integrated risk management

Treasury business partner supporting 
enterprise finance

FINANCE LEADER’S INSIGHT

Treasury’s strategic value lies in providing timely liquidity intelligence, protecting the organization against financial uncertainty and optimizing 

capital deployment. AI enables treasury to anticipate financial events, but material decisions remain subject to professional judgement and 

governance.
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AI-Powered Cash Flow Forecasting

and Liquidity Management
From spreadsheet-based estimates to continuous liquidity intelligence
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5.3  CASH FLOW FORECASTING

From Historical Trends to Predictive Liquidity Intelligence

▪ An organization must maintain sufficient liquidity to meet obligations while avoiding excessive idle cash and unnecessary 

borrowing — timely, reliable forecasting has become a strategic requirement.

▪ Traditional forecasting relies on historical trends, spreadsheets, and business-unit inputs — methods that can be fragmented, 

labour-intensive, and slow to incorporate changing conditions.

▪ AI augments forecasting by applying machine learning to larger, more diverse datasets — historical cash flows, collections, 

supplier payments, payroll, taxes, debt maturities, and macroeconomic variables — refreshing forecasts more frequently as new 

information arrives.
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5.3  CASH FLOW FORECASTING

Integrating Multiple Planning Horizons

▪ AI-enabled forecasting integrates multiple planning horizons: daily (cash positioning and bank balance optimization), weekly/monthly 

(liquidity planning, collections, short-term funding), and medium/long term (financing requirements, capex, debt maturities).

▪ Integration with ERP, TMS, banking APIs and operational systems provides near real-time visibility over enterprise cash positions —

identifying surplus balances, funding gaps, trapped cash, and cash-concentration opportunities more quickly.

▪ The real value lies in converting forecasts into liquidity decisions — predictive analytics can identify funding gaps before they arise, 

allowing treasury to accelerate collections, optimize payment timing, or activate contingency plans.
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5.3  CASH FLOW FORECASTING

Governance of AI-Enabled Forecasting

▪ AI does not eliminate forecast uncertainty — forecast quality depends on reliable data, appropriate model design, 

integration with enterprise systems, and continuous validation.

▪ Treasury should monitor forecast accuracy by horizon and cash-flow category, investigate significant forecast errors, and 

maintain appropriate human oversight.

▪ Professional judgement remains particularly important where forecasts may not capture structural changes, acquisitions, 

financing transactions, or exceptional market events — AI should strengthen, not replace, treasury judgement.

FINANCE LEADER’S INSIGHT

Cash forecasting is no longer simply about estimating future bank balances. Its strategic purpose is to provide early visibility into liquidity 

requirements, risks and opportunities. AI can make that intelligence more timely and granular, but its value depends on reliable data, 

disciplined governance and informed treasury judgement.
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5.3  CASH FLOW FORECASTING

AI Applications in Cash Flow Forecasting and Liquidity Management

Treasury Activity AI-Enabled Capability Strategic Benefit

Daily Cash Forecasting Frequently refreshed predictive forecasts Improved cash positioning

Multi-Horizon Forecasting Integrated daily, weekly, monthly and longer-term forecasts More consistent liquidity planning

Enterprise Cash Visibility Near real-time consolidated cash positions
Faster identification of surplus and funding 
needs

Liquidity Risk Monitoring Predictive alerts for potential funding gaps Earlier corrective action

Scenario Planning Multi-variable scenario modelling Stronger liquidity resilience

Funding & Liquidity Decisions AI-assisted funding, investment and liquidity recommendations More efficient capital deployment
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5.3  CASH FLOW FORECASTING

Illustrative Case: Measuring Forecast Accuracy

▪ Treasury forecasts net cash inflows of USD 48 million for the coming month; actual net cash inflows are USD 50 million.

Step Calculation Result

Forecast Error Forecast USD 48m − Actual USD 50m USD (2) million

Absolute % Forecast Error |Forecast − Actual| ÷ |Actual| × 100 4%

Forecast Accuracy 100% − Absolute % Forecast Error 96%

FINANCE LEADER’S INSIGHT

Forecast accuracy should not be evaluated solely through a single enterprise-wide percentage. Treasury should track accuracy by forecasting 

horizon, business unit, currency and major cash-flow category, and use those insights to continuously improve both AI models and underlying 

business assumptions.
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AI in Working Capital

Optimization
Releasing cash embedded within operations without compromising resilience
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5.4  WORKING CAPITAL

Beyond DSO, DIO, DPO and the Cash Conversion Cycle

▪ Working capital is a critical source of enterprise liquidity — how efficiently an organization converts operating activity into 

cash while maintaining customer service, supplier resilience and operational continuity.

▪ Organizations traditionally monitor DSO, DIO, DPO and the Cash Conversion Cycle (CCC) — measures that remain 

fundamental but are predominantly backward-looking.

▪ AI adds a predictive dimension by analysing financial, operational and external data to anticipate collections, inventory 

requirements, supplier payments and future working capital needs.
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5.4  WORKING CAPITAL

Accounts Receivable and Accounts Payable

▪ AI can predict customer payment behaviour by analysing collections, ageing patterns, credit quality, invoice disputes, and purchasing 

behaviour — identifying likely delays and prioritizing collection activity.

▪ The objective is not simply faster collection, but better risk-adjusted receivables management — improving cash-flow predictability 

while balancing customer relationships and credit risk.

▪ For payables, AI evaluates due dates, early-payment discounts, financing costs, liquidity requirements and supplier criticality —

focusing on economic payment timing rather than simply extending DPO, since excessive delays may weaken suppliers or damage 

relationships.
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5.4  WORKING CAPITAL

Inventory and the Integrated Cash Conversion Cycle

▪ AI analyses demand forecasts, production schedules, supplier lead times, inventory ageing and seasonality to reduce excess or

obsolete inventory while maintaining sufficient stock — without increasing stock-outs.

▪ The greatest value arises when receivables, payables and inventory are managed as an integrated system — AI combines data across

finance, treasury, procurement, sales and supply chain to forecast working capital requirements.

▪ AI-enabled dashboards provide management with a common view of DSO, DIO, DPO, CCC and related operational drivers, 

strengthening cross-functional accountability.
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5.4  WORKING CAPITAL

AI Applications in Working Capital Optimization

Working Capital Area AI-Enabled Capability Strategic Benefit

Accounts Receivable Predictive payment and collection analytics Faster and more predictable collections

Credit Management Dynamic customer risk assessment Better credit exposure management

Accounts Payable Payment timing and discount optimization Improved liquidity and supplier economics

Inventory Demand forecasting and inventory optimization
Lower cash investment with appropriate service 
levels

Cash Conversion Cycle Continuous monitoring and predictive optimization Improved working capital efficiency

Working Capital Forecasting Integrated predictive forecasts Earlier identification of cash requirements

AI supports management judgement rather than replacing it. The objective is not to minimize working capital at any cost, but to achieve an economically optimal balance 

between liquidity, risk, growth and operational resilience.
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5.4  WORKING CAPITAL

Illustrative Case: Unlocking USD 180 Million in Working Capital

Global Consumer Electronics Company — USD 22 Billion Annual Revenue

▪ High inventory levels, increasing customer payment delays, and inconsistent supplier payment practices were increasing working 

capital requirements and short-term borrowing.

Measure Before After Change

DSO 64 days 54 days –10 days

DIO 78 days 63 days –15 days

DPO 46 days 51 days +5 days

Cash Conversion Cycle 96 days 66 days –30 days

RESULT

The 30-day reduction in the Cash Conversion Cycle released approximately USD 180 million of working capital, redeployed toward strategic 

investments and debt reduction — strengthening enterprise liquidity and financial flexibility.
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5.4  WORKING CAPITAL

Illustrative Case: Converting Working Capital Days into Cash

▪ An AI-enabled working capital programme achieves a 4-day DSO reduction, 5-day DIO reduction, and 3-day DPO increase, against annual 

credit sales of USD 1,825m, cost of sales of USD 1,095m, and credit purchases of USD 730m.

Improvement Calculation Cash Released

DSO reduction (4 days) 4 × (USD 1,825m ÷ 365) USD 20 million

DIO reduction (5 days) 5 × (USD 1,095m ÷ 365) USD 15 million

DPO increase (3 days) 3 × (USD 730m ÷ 365) USD 6 million

Total working capital benefit USD 41 million

FINANCING-COST BENEFIT

At an average short-term borrowing cost of 7%, the USD 41 million of released cash implies an approximate annual financing-cost saving of 

USD 2.87 million — assuming the released cash substitutes for equivalent short-term borrowing.
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AI in Treasury Risk Management:

FX, Interest Rate, Liquidity and Counterparty Risk
Continuous monitoring, predictive analytics and scenario-based decision support
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5.5  TREASURY RISK

Foreign Exchange and Interest Rate Risk

▪ AI can combine currency exposures with exchange rates, interest-rate differentials, inflation and macroeconomic 

indicators to forecast exposures, identify unhedged positions, and evaluate hedging strategies — its value lies in 

improving exposure visibility and hedge decision support, not predicting currency movements.

▪ AI can analyse yield curves, debt maturity profiles, refinancing schedules and interest-rate scenarios to assess 

refinancing alternatives, fixed-versus-floating debt structures, and hedging strategies under changing market 

conditions.
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5.5  TREASURY RISK

Liquidity Risk and Counterparty Credit Risk

▪ By integrating cash forecasts, debt maturities, committed facilities, covenant headroom, and market liquidity, AI can 

provide early warning of potential funding gaps — allowing treasury to arrange financing or activate contingency 

measures before pressures become critical.

▪ AI can continuously analyse credit ratings, financial information, payment behaviour, and market indicators to identify 

deterioration in banks, customers, and financial counterparties — supporting exposure limits, collateral 

requirements, and banking diversification.
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5.5  TREASURY RISK

Commodity Price Risk and Integrated Risk Intelligence

▪ For organizations exposed to commodity volatility, AI can analyse supply-demand conditions, inventory levels, weather, 

shipping activity and geopolitical developments to assess exposures and support hedging decisions.

▪ The greater strategic value arises when treasury risks are viewed together — AI-enabled dashboards integrate FX, 

interest-rate, liquidity, counterparty and commodity exposures with hedge effectiveness and concentration limits, while 

scenario analysis and stress testing evaluate combinations of adverse conditions.

FINANCE LEADER’S INSIGHT

AI shifts treasury risk management from periodic exposure measurement toward continuous risk intelligence. Its greatest value is not in 

predicting markets with certainty, but in identifying changing exposures earlier, testing alternative scenarios and enabling faster, better-

informed risk decisions.
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5.5  TREASURY RISK

AI Applications in Treasury Risk Management

Risk Area AI-Enabled Capability Strategic Benefit

Foreign Exchange Predictive exposure analytics and hedge optimization Improved exposure management and hedge effectiveness

Interest Rate Dynamic rate scenarios and debt analytics Better financing and hedging decisions

Liquidity Continuous monitoring and early-warning indicators Stronger liquidity resilience

Counterparty Credit Continuous counterparty risk analytics Earlier identification of credit deterioration

Commodity Price Exposure forecasting, scenario analysis and hedge support Reduced earnings and cash-flow volatility

Covenants Continuous headroom monitoring and breach alerts Lower refinancing and compliance risk

Risk & Stress Testing Integrated dashboards and multi-variable simulations Faster decisions and stronger contingency planning
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AI in Treasury Operations, Payments,

and Banking Relationship Management
From manual reviews and fragmented banking toward intelligent treasury operations
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5.6  TREASURY OPERATIONS

Payments, Fraud Detection, and Banking Relationships

▪ AI can validate payment requests, check authorization limits and supporting documentation, identify duplicates or unusual 

transactions, and support payment scheduling based on contractual terms and liquidity.

▪ Machine learning can analyse transaction patterns, beneficiary changes, and user behaviour to identify potential payment fraud or 

anomalies — escalating high-risk transactions for additional review.

▪ AI can analyse account utilization, transaction volumes, banking charges, and idle balances to identify opportunities for account 

rationalization, cash concentration, and liquidity optimization — supporting banking negotiations and diversification decisions.
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5.6  TREASURY OPERATIONS

Settlements and the Path to Autonomous Treasury Operations

▪ AI can validate settlement instructions, identify mismatches, predict potential settlement failures, and prioritize exceptions for 

investigation — while continuous monitoring identifies operational bottlenecks and emerging disruptions.

▪ These capabilities point toward Autonomous Treasury Operations, where routine payments, cash positioning, reconciliations, and 

operational monitoring are increasingly automated within approved limits — but significant transactions and exceptions remain 

subject to authorization and oversight.

▪ Strong authorization controls, segregation of duties, cybersecurity, independent reconciliations, and audit trails remain fundamental 

to AI-enabled treasury operations.

FINANCE LEADER’S INSIGHT

The objective of intelligent treasury operations is not simply greater automation. It is to execute financial transactions securely, efficiently and 

with appropriate control, while allowing treasury professionals to focus on exceptions, liquidity decisions and strategic financial management.
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5.6  TREASURY OPERATIONS

AI Applications in Treasury Operations

Treasury Activity AI-Enabled Capability Benefit

Payments Intelligent validation, prioritization and workflow automation Faster, more efficient processing

Fraud Monitoring Behavioural and anomaly detection Earlier identification of suspicious transactions

Bank Accounts & Cash Pooling Continuous account and liquidity optimization Lower banking costs and improved cash utilization

Banking Relationships Bank pricing, service and utilization analytics Better relationship and pricing decisions

Settlements & Reconciliations Automated matching and exception management Lower operational risk

Treasury Reporting Real-time dashboards and AI-assisted reporting Faster management insight
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AI in Investment Management, Debt

Optimization, and Capital Allocation
Deploying capital intelligently while preserving financial resilience
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5.7  INVESTMENT MANAGEMENT

Surplus Cash Investment and Debt Optimization

▪ AI can combine projected liquidity requirements with interest rates, investment tenors, counterparty credit quality, and 

concentration limits to identify suitable investment alternatives — balancing security, liquidity and return while avoiding excessive 

idle cash.

▪ AI can analyse debt maturities, interest-rate scenarios, credit spreads, covenant headroom, and capital-market conditions to support 

refinancing, restructuring, prepayments, and the mix of fixed- and floating-rate debt.

▪ Continuous monitoring can identify potential refinancing windows — enhancing debt management without removing professional 

judgement over market timing and financing strategy.
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5.7  INVESTMENT MANAGEMENT

Capital Structure, Sustainable Financing, and Governance

▪ AI can model alternative financing structures using projected cash flows, leverage, cost of capital, and market conditions —

supporting comparisons among competing uses of capital including capex, acquisitions, R&D, debt reduction, and dividends.

▪ AI-enabled analysis can incorporate risk, liquidity, strategic alignment, and sustainability considerations — supporting green bonds, 

sustainability-linked loans, and other sustainable financing instruments.

▪ AI-enabled capital management requires clearly defined investment policies, borrowing limits, delegated authorities, and Board 

oversight — financing, investment and capital-allocation decisions ultimately remain management responsibilities.

FINANCE LEADER’S INSIGHT

Effective treasury is not simply about managing cash — it is about deploying capital intelligently. AI enables treasury to evaluate financing, 

investment and capital-allocation alternatives faster and across a wider range of variables. The ultimate decisions must remain grounded in 

risk appetite, governance and professional judgement.
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5.7  INVESTMENT MANAGEMENT

AI Applications in Investment Management and Capital Allocation

Treasury Activity AI-Enabled Capability Strategic Benefit

Surplus Cash Investment Liquidity-linked investment and tenor optimization Improved returns while preserving liquidity

Debt & Refinancing Continuous debt analytics and scenario modelling Lower financing costs and refinancing risk

Capital Structure Leverage and financing scenario analysis Better financing mix and financial flexibility

Capital Allocation Multi-factor investment evaluation Better strategic deployment of capital

Investment Risk Continuous portfolio and concentration monitoring Stronger investment governance

Sustainable Financing Analysis of financing terms, KPIs and covenants
Better evaluation of sustainable financing 
alternatives
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AI in Treasury Governance, Compliance,

Cybersecurity, and Fraud Prevention
As treasury becomes more digital, governance must become more continuous
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5.8  TREASURY GOVERNANCE

Continuous Controls and Fraud Prevention

▪ Treasury is particularly sensitive to financial, operational, regulatory and cybersecurity risk because it controls liquidity, executes high-

value transactions, and maintains access to banking systems.

▪ AI can analyse treasury transactions, approval workflows, and delegated authorities to identify policy violations, segregation-of-duties 

conflicts, and unauthorized activity — escalating higher-risk transactions for review.

▪ Machine learning can analyse payment patterns, beneficiary changes, and user behaviour to identify anomalies associated with payment 

diversion, business email compromise, and invoice fraud; NLP may supplement these controls by analysing communications for indicators 

of social engineering.
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5.8  TREASURY GOVERNANCE

Cybersecurity, Regulatory Compliance, and Third-Party Risk

▪ AI-enabled security tools can monitor authentication, system access, API traffic, and network activity to identify unusual 

behaviour and potential cyber threats — supporting operational resilience and timely escalation.

▪ AI can support compliance by screening transactions and counterparties, monitoring regulatory changes, and maintaining 

documentation — covering sanctions, AML/KYC, tax, and data-privacy requirements.

▪ AI can strengthen third-party risk monitoring by assessing the financial condition, cybersecurity posture, and operational 

resilience of banks, payment processors, and other critical treasury service providers.
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5.8  TREASURY GOVERNANCE

AI Governance in Treasury

▪ As AI becomes embedded in treasury, the technology itself requires governance — organizations should establish 

controls over model approval, data quality, validation, explainability, access, monitoring, and human oversight.

▪ Higher-risk applications — particularly those affecting payments, investments, financing, or compliance — should 

operate within clearly defined authority limits and escalation procedures.

▪ AI therefore strengthens rather than replaces the treasury control environment. Authorization controls, segregation of 

duties, independent reconciliations, cybersecurity safeguards, and professional oversight remain fundamental.

FINANCE LEADER’S INSIGHT

As treasury becomes more digital and automated, governance must become more continuous, not less rigorous. AI can strengthen 

monitoring, fraud detection, compliance and operational resilience, but authority, accountability and control must remain clearly defined.



DIGITAL CFO SOLUTIONS Module 5 42

5.8  TREASURY GOVERNANCE

AI Applications in Treasury Governance

Governance Area AI-Enabled Capability Governance Benefit

Treasury Controls Continuous control and transaction monitoring Earlier identification of control exceptions

Segregation of Duties Continuous access and role-conflict analytics Reduced unauthorized activity

Payment Fraud Behavioural analytics and anomaly detection Earlier identification of suspicious payments

Cybersecurity Continuous monitoring of access, networks and APIs Stronger cyber resilience

Compliance Transaction screening and regulatory analytics More timely compliance monitoring

Third-Party Risk Continuous provider risk analytics Better oversight of critical service providers

AI Governance Model validation, monitoring and explainability controls More responsible AI adoption
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The Future of AI-Enabled Treasury:

Towards Autonomous Treasury
From transactional cash management to strategic, autonomous liquidity and risk management
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5.9  AUTONOMOUS TREASURY

Treasury Copilots and Agentic AI

▪ Treasury Copilots combine Generative AI, machine learning, analytics, and enterprise knowledge to answer questions about 

liquidity, funding, refinancing, and financial risk — assisting in preparing forecasts, reports, and Board presentations.

▪ Agentic AI allows intelligent agents to plan, coordinate, and execute multi-step treasury workflows within approved authority 

limits — for example, identifying a funding gap, evaluating alternatives, preparing recommendations, and escalating decisions 

requiring human authorization.

▪ The distinction is important: copilots assist treasury professionals; agents increasingly act on their behalf within defined 

boundaries.
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5.9  AUTONOMOUS TREASURY

Autonomous Treasury and Real-Time Banking

▪ Autonomous Treasury progressively automates cash forecasting and positioning, liquidity optimization and cash pooling, payment 

scheduling and reconciliations, and investment and counterparty monitoring — but major financing, investment, and restructuring 

decisions remain subject to professional judgement.

▪ Real-time banking APIs and Open Banking enable faster access to balances, payment confirmations, and liquidity positions, 

supporting dynamic cash concentration and faster fraud detection.

▪ Embedded Finance may increasingly integrate financing and payment capabilities directly into commercial processes, including 

supplier finance, supply-chain finance, and other transaction-linked funding solutions.
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5.9  AUTONOMOUS TREASURY

Digital Money, Digital Twins, and Treasury Command Centers

▪ CBDCs, regulated stablecoins, tokenized deposits, and distributed-ledger-based settlement may reshape treasury where regulatory 

frameworks and market adoption support their use — offering faster settlement and more efficient cross-border payments.

▪ A Treasury Digital Twin represents a continuously updated virtual model of an organization’s cash flows, liquidity, debt, investments, and 

exposures — allowing leaders to simulate acquisitions and market shocks before decisions are implemented.

▪ AI-enabled Treasury Command Centers bring together liquidity forecasts, debt, FX and interest-rate exposures, investments, working 

capital, covenants, and financial resilience — with natural-language interfaces allowing leaders to interrogate information and obtain 

recommended actions.
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5.9  AUTONOMOUS TREASURY

The Emerging Treasury Operating Model

▪ Treasury professionals are likely to devote more attention to strategic capital allocation, acquisitions and 

restructuring, geopolitical and financial risk, banking and investor relationships, sustainable financing, and Board 

advisory activities.

▪ The future Treasurer will increasingly become an architect of enterprise financial strategy and governor of an 

intelligent treasury ecosystem — technology may automate much of the analysis and execution, but accountability 

for material decisions will remain human.

FINANCE LEADER’S INSIGHT

The treasury of the future will be defined less by the technologies it deploys than by the quality, speed and resilience of the financial 

decisions those technologies enable. AI, digital money, distributed ledgers and emerging technologies may fundamentally reshape treasury, 

but human judgement, governance and accountability will remain central.
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5.9  AUTONOMOUS TREASURY

Treasury Evolution Roadmap

Treasury Stage Primary Characteristics Enabling Technologies Role of Treasury Professionals

Traditional Treasury Manual cash and banking processes ERP, spreadsheets Transaction processing and cash management

Digital Treasury Automated workflows and centralized visibility TMS, APIs, RPA, cloud Liquidity and operational management

Intelligent Treasury Predictive analytics and AI-supported decisions AI, ML, advanced analytics, GenAI Strategic treasury advisor

Autonomous Treasury
Increasingly self-optimizing workflows within 
governed limits

Agentic AI, real-time banking, digital twins
Strategic leadership, governance and AI 
oversight
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Key Takeaways, FAQ, and Conclusion

What treasury and finance leaders should carry forward
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5.10  KEY TAKEAWAYS

What Finance Leaders Should Carry Forward (1 of 4)

▪ Treasury’s primary responsibility is to maintain liquidity, protect financial assets and support operational and strategic requirements —

technology should strengthen these objectives, not encourage automation for its own sake.

▪ Reliable cash visibility is the foundation of effective treasury management — the underlying bank connectivity, account ownership, and 

reconciliation controls must remain reliable.

▪ Cash position and cash-flow forecasting serve different purposes: the position establishes what is available now, while the forecast estimates 

future receipts, payments and liquidity headroom.

▪ A 13-week cash-flow forecast provides a practical bridge between daily operations and medium-term planning — distinguishing committed, 

highly probable, and uncertain cash flows.

▪ AI can improve forecasting by combining financial and operational drivers — customer-payment behaviour, sales activity, supplier terms, 

payroll, tax and seasonal patterns may add more insight than historical balances alone.
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5.10  KEY TAKEAWAYS

What Finance Leaders Should Carry Forward (2 of 4)

▪ Forecast outputs remain estimates rather than guarantees — treasury should use confidence ranges, scenarios and liquidity buffers 

rather than rely exclusively on a single-point forecast.

▪ Working-capital management requires coordinated action across the enterprise — receivables, inventories and payables are influenced 

by sales, procurement, operations and customer-service decisions.

▪ AI can prioritize working-capital interventions, but management must determine whether the proposed action is commercially and 

operationally appropriate.

▪ Foreign-exchange and interest-rate exposures should be identified before they are hedged — hedging decisions must remain aligned with 

policy, risk appetite and authorized limits.

▪ Counterparty risk extends beyond default probability — treasury should also consider concentration, settlement exposure, collateral, 

maturity, and jurisdiction.
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5.10  KEY TAKEAWAYS

What Finance Leaders Should Carry Forward (3 of 4)

▪ Debt and covenant monitoring should be forward-looking — AI can project borrowing requirements and covenant pressure 

under different scenarios, allowing action before an actual breach.

▪ Surplus-cash optimization must remain subordinate to liquidity and capital preservation — higher yield should not be pursued 

without considering maturity, credit risk, and concentration.

▪ Payment automation requires strong preventive and detective controls — authorized instructions, segregation of duties, and 

independent reconciliation remain essential even when AI detects anomalies.

▪ Treasury is particularly exposed to fraud and cybersecurity risk — business-email compromise and payment diversion require 

layered controls and tested incident-response procedures.
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5.10  KEY TAKEAWAYS

What Finance Leaders Should Carry Forward (4 of 4)

▪ Greater AI authority requires stronger governance — autonomous execution should be restricted to clearly defined activities, 

limits, and approvals.

▪ Treasury performance should be assessed through a balanced dashboard covering cash visibility, forecast accuracy, 

DSO/DIO/DPO/CCC, covenant compliance, and hedge effectiveness.

▪ Implementation outcomes may be mixed — a pilot should be scaled only when it demonstrates reliable value, controlled risk, 

and acceptable user adoption.

▪ Human judgement and accountability remain central — AI may consolidate data, predict cash flows, and recommend actions, 

but treasury professionals remain responsible for funding, investment, hedging, and payment decisions.



DIGITAL CFO SOLUTIONS Module 5 54

5.11  FREQUENTLY ASKED QUESTIONS

Common Questions (1 of 3)

Q: How is Artificial Intelligence transforming the treasury function?

A: AI is transforming treasury from a transactional cash management function into a strategic capability by improving liquidity management, cash forecasting, 

working capital optimization, financial risk management, capital allocation, and executive decision-making.

Q: How does AI improve cash flow forecasting?

A: AI analyses historical cash flows, customer payment behaviour, supplier settlements, and market conditions to generate forecasts that may be more granular, 

responsive and timely than conventional spreadsheet-based approaches.

Q: What is the role of AI in working capital management?

A: AI continuously monitors receivables, payables, inventory, and cash movements to identify opportunities for accelerating collections, optimizing supplier 

payments, and improving the Cash Conversion Cycle.

Q: How does AI enhance treasury risk management?

A: AI continuously monitors FX exposures, interest rate movements, liquidity risks, counterparty credit quality, and commodity prices, enabling professionals to 

identify emerging risks early and develop proactive mitigation strategies.
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5.11  FREQUENTLY ASKED QUESTIONS

Common Questions (2 of 3)

Q: Can AI automate treasury operations?

A: AI can automate many routine activities including payment processing, bank reconciliations, liquidity monitoring, fraud detection, and treasury reporting. 

Strategic financing, investment, and risk decisions continue to require professional judgement.

Q: What is Autonomous Treasury?

A: An AI-enabled operating model in which routine treasury activities are executed automatically within approved governance frameworks. Human oversight 

remains essential for strategic decisions, policy setting, and exception management.

Q: Why are governance and cybersecurity critical in AI-enabled treasury?

A: Treasury manages highly sensitive financial information and high-value transactions. Strong governance, cybersecurity, segregation of duties, model 

validation, and human oversight are essential to ensure integrity and reliability.

Q: How does Generative AI support treasury professionals?

A: Generative AI assists in preparing treasury reports, liquidity analyses, Board presentations, covenant monitoring reports, and executive summaries, allowing 

professionals to focus on strategic analysis.
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5.11  FREQUENTLY ASKED QUESTIONS

Common Questions (3 of 3)

Q: Will AI replace treasury professionals?

A: No. AI automates repetitive analytical and operational tasks while enhancing decision support. Treasury professionals continue to 

provide strategic judgement, oversee governance, and manage stakeholder relationships.

Q: What is the most important message of this chapter?

A: AI enables treasury organizations to move from reactive cash management to predictive financial leadership by combining real-time 

liquidity visibility, intelligent automation, advanced analytics, and strong governance.
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5.12  CONCLUSION

Combining Intelligent Technology with Financial Leadership

▪ Corporate treasury is evolving from an operational support function into a strategic capability focused on liquidity, 

financial resilience, risk management, and capital efficiency.

▪ As AI integrates with Treasury Management Systems, real-time banking, and digital payments, treasury will become 

increasingly predictive, connected, and automated — anticipating liquidity requirements and identifying financial risks 

earlier.

▪ Technology, however, does not replace prudent financial leadership. Reliable data, cybersecurity, model validation, 

regulatory compliance, and human oversight remain fundamental to trusted AI-enabled treasury.

CENTRAL MESSAGE

The future treasury organization will combine intelligent technology with experienced financial leadership. Organizations that achieve this 

balance will be better positioned to strengthen liquidity, manage uncertainty, deploy capital effectively and create sustainable long-term 

value.
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Illustrative Case Studies:

AI Across Treasury and Liquidity Management
Six hypothetical composite illustrations developed for learning purposes
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CASE STUDIES

A Note on These Cases

▪ The following cases are hypothetical and use representative organisations and operating circumstances to 

illustrate potential applications of AI in treasury.

▪ They do not describe verified implementations or results achieved by identified organisations.

▪ Actual outcomes will depend on process maturity, data quality, systems, transaction volumes, market conditions, 

governance and implementation scope.

▪ Each of the first five cases is broken into three parts: the Business Situation the organization faced, the AI Initiative 

it undertook, and the resulting Business Impact and lessons. A sixth case examines a mixed-result pilot.
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CASE STUDY 5.1

AI-Powered Cash Flow Forecasting and Liquidity Optimization

Global Manufacturing Corporation (GMC) — 42 Countries, USD 21.5 Billion Revenue

▪ GMC treasury manages more than 320 bank accounts with 20 banking partners; daily cash inflows exceed USD 110 

million and annual treasury-managed cash movements exceed USD 42 billion.

▪ Treasury relied on spreadsheet-based forecasting manually consolidated weekly from over forty operating entities —

forecast assumptions varied significantly across regions, reducing reliability.

▪ Treasury lacked real-time visibility into global cash balances, causing idle cash to remain trapped in some subsidiaries 

while others relied on short-term borrowing.

▪ The CFO initiated an enterprise-wide AI Treasury Transformation Programme focused on predictive cash forecasting, 

real-time liquidity visibility, and intelligent cash management.
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CASE STUDY 5.1

GMC: Predictive Cash Forecasting and Liquidity Optimization

Business Situation

Weekly spreadsheet-based forecasts 

consolidated manually from 40+ entities 

produced inconsistent assumptions and no 

real-time cash visibility — idle cash remained 

trapped in some subsidiaries while others 

relied on short-term borrowing.

AI Initiative

An AI-enabled Treasury Analytics Platform 

integrated ERP, TMS, banking APIs, AR/AP 

systems, procurement, production planning, 

payroll, tax, and external market data. 

Machine learning continuously analysed 

collections, payment patterns, production 

schedules, and macroeconomic indicators to 

generate rolling daily-to-annual forecasts, 

predictive liquidity alerts, and automated 

cash pooling recommendations.

Business Impact

Forecast accuracy increased dramatically, 

allowing treasury to optimize internal cash 

deployment before accessing external 

borrowing. Idle cash balances were 

substantially reduced through intelligent 

pooling and investment optimization, while 

the Board gained near real-time visibility into 

global liquidity. Lesson: treasury evolved from 

an operational cash management function 

into a strategic advisor supporting capital 

allocation and funding strategy.
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CASE STUDY 5.2

AI-Enabled Working Capital Optimization

Nova Consumer Products Group (NCPG) — 48 Countries, USD 18.7 Billion Revenue

▪ NCPG serves over 250,000 retail outlets and 12,500 suppliers; working capital represented one of the largest 

investments on the balance sheet.

▪ DSO continued to increase, inventory levels exceeded operational requirements, supplier payment practices varied 

considerably, and short-term borrowing remained high despite healthy earnings.

▪ Working capital management was decentralized — finance, sales, procurement, manufacturing, and treasury each 

managed components independently with limited enterprise-wide optimization.

▪ The Board approved an enterprise-wide AI-driven Working Capital Transformation Programme to improve liquidity 

without raising additional external financing.
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CASE STUDY 5.2

NCPG: Enterprise-Wide Working Capital Optimization

Business Situation

Decentralized working capital management 

across finance, sales, procurement, and 

treasury left rising DSO, excess inventory, and 

inconsistent supplier payment practices 

unaddressed, keeping short-term borrowing 

elevated despite strong earnings.

AI Initiative

An AI-enabled Working Capital Optimization 

Platform integrated ERP, TMS, CRM, WMS, 

procurement, and sales forecasting systems. 

Machine learning continuously analysed 

payment behaviour, invoice ageing, inventory 

turnover, and supplier performance, 

generating predictive recommendations on 

collection priorities, dynamic credit limits, 

supplier payment optimization, and inventory 

replenishment.

Business Impact

Customer collection strategies became 

proactive rather than reactive, inventory 

optimization significantly reduced excess 

stock without affecting service levels, and 

supplier payment strategies maximized early-

payment discounts while preserving 

relationships. Lesson: reducing the Cash 

Conversion Cycle releases internally 

generated cash that can often replace 

expensive external financing — but requires 

cross-functional collaboration and strong 

master data governance.
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CASE STUDY 5.3

AI-Based Treasury Risk Management

Apex Global Engineering Group (AGEG) — 62 Countries, USD 28.6 Billion Revenue

▪ AGEG maintains exposures in more than 25 currencies and manages approximately USD 12.4 billion in long-term 

borrowings, plus substantial commodity exposures in steel, copper, aluminum, and energy.

▪ FX exposures were identified periodically rather than continuously, limiting hedge-timing optimization; liquidity stress 

testing required extensive manual modelling taking several days.

▪ Counterparty credit reviews depended on external ratings updated infrequently, reducing treasury’s ability to identify 

early signs of financial deterioration.

▪ The CFO approved an AI-powered Treasury Risk Intelligence Platform to provide continuous risk visibility while 

improving hedging decisions and reducing financing costs.
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CASE STUDY 5.3

AGEG: Continuous Treasury Risk Intelligence

Business Situation

FX exposures were reviewed periodically 

rather than continuously, interest rate 

analysis relied on quarterly sensitivity 

modelling, and liquidity stress testing took 

several days of manual work — limiting the 

speed and quality of risk decisions.

AI Initiative

An AI-enabled Treasury Risk Intelligence 

Platform integrated TMS, ERP, banking 

platforms, FX trading systems, commodity 

and interest-rate market feeds, and credit 

rating and news analytics. Machine learning 

continuously analysed exposures, debt 

maturities, counterparty financial health, and 

geopolitical developments, generating 

recommendations on hedge timing, 

refinancing opportunities, and Value-at-Risk.

Business Impact

Hedge timing and effectiveness improved 

substantially; liquidity stress testing that 

previously took days could be completed 

within hours; continuous counterparty 

monitoring identified deteriorating conditions 

well before formal rating changes. Lesson: 

treasury evolved from a transaction-focused 

function into a strategic risk management 

partner supporting executive decision-making 

during market volatility.
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CASE STUDY 5.4

AI-Enabled Treasury Operations, Cybersecurity, and Fraud Prevention

Global Retail Holdings plc (GRH) — 54 Countries, USD 34.2 Billion Revenue

▪ GRH treasury manages approximately 520 bank accounts with 38 banking partners and executes payments exceeding 

USD 115 billion annually across supplier, payroll, tax, and intercompany transactions.

▪ Payment approvals depended on manual workflow reviews; fraud monitoring relied on predefined rules generating 

many false-positive alerts while occasionally missing sophisticated fraud attempts.

▪ Business email compromise, supplier impersonation, and payment diversion fraud emerged as significant risks as 

treasury operations became increasingly complex and digital.

▪ The CFO approved an AI-enabled Treasury Operations and Cybersecurity Transformation Programme to strengthen 

operational resilience while improving efficiency.
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CASE STUDY 5.4

GRH: Secure, Intelligent Treasury Operations

Business Situation

Manual payment workflow reviews and rule-

based fraud monitoring generated frequent 

false-positive alerts while occasionally 

missing sophisticated schemes — business 

email compromise and payment diversion 

fraud were growing risks.

AI Initiative

An AI-powered Treasury Operations Platform 

integrated ERP, TMS, banking APIs, payment 

gateways, identity and access management, 

cybersecurity monitoring, and sanctions 

screening. Machine learning continuously 

analysed payment behaviour, beneficiary 

changes, device fingerprints, and access logs, 

automatically assigning fraud risk scores and 

prioritizing high-risk transactions for human 

review.

Business Impact

Behavioural analytics detected sophisticated 

fraud attempts that traditional rule-based 

monitoring would have missed, while the 

reduction in false-positive alerts let treasury 

professionals focus on genuinely high-risk 

transactions. Lesson: integrating 

cybersecurity monitoring with treasury 

operations strengthens organizational 

resilience — treasury became a secure digital 

control centre without sacrificing efficiency or 

governance.
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CASE STUDY 5.5

Debt Optimization and Autonomous Treasury

Vertex Global Infrastructure Corporation (VGIC) — 68 Countries, USD 46.8 Billion Revenue

▪ VGIC treasury manages over USD 22.5 billion of borrowings and approximately USD 3.4 billion of surplus liquidity, 

alongside enterprise-wide capital allocation across major infrastructure projects.

▪ Debt refinancing opportunities were often identified only after significant interest-rate changes had already occurred, 

reducing potential savings.

▪ Capital allocation decisions required extensive financial modelling across competing projects, frequently taking 

several weeks; surplus-cash investment decisions were decentralized across regional treasury centres.

▪ The Board approved a strategic initiative to transform treasury into an AI-enabled Autonomous Treasury operating 

through predictive analytics and intelligent decision support.
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CASE STUDY 5.5

VGIC: Toward the Treasury Function of the Future

Business Situation

Refinancing opportunities were identified 

only after rates had already moved, capital 

allocation modelling across competing 

infrastructure projects took several weeks, 

and surplus-cash investment decisions were 

fragmented across regional treasury centres.

AI Initiative

An AI-powered Treasury Strategy Platform 

integrated ERP, TMS, banking APIs, capital 

market data, credit rating agencies, ESG 

performance systems, and project portfolio 

management software. Machine learning 

continuously analysed debt maturities, 

refinancing opportunities, yield curves, and 

ESG financing alternatives, generating 

recommendations on refinancing timing, debt 

structure, and capital allocation priorities.

Business Impact

Machine learning identified refinancing 

windows before rates changed materially, 

enabling restructuring at lower borrowing 

costs; capital allocation incorporated risk-

adjusted returns, ESG performance, and 

strategic priorities into an integrated 

framework. Lesson: autonomous treasury 

workflows freed professionals to focus on 

strategic financing, investor relations, and 

Board advisory — establishing the foundation 

for Autonomous Treasury while maintaining 

disciplined governance.
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CASE STUDY 5.6

A Mixed-Result AI Treasury Pilot

A Mid-Sized International Engineering Company — Eight Business Units, Eleven Banks, Six Countries

▪ This hypothetical case is intended to illustrate implementation challenges and management decision-making; 

outcomes are illustrative and should not be treated as benchmarks.

▪ Treasury relied on spreadsheets, bank portals, and weekly submissions from operating units to prepare its group cash 

position and 13-week cash-flow forecast — data collection was time-consuming and forecast assumptions differed 

across business units.

▪ Management approved a six-month pilot to introduce AI-assisted cash forecasting and liquidity monitoring, with a 

vendor proposal that the system could eventually recommend and initiate intercompany funding transfers.

▪ Initial expectations included daily visibility over at least 95% of group cash, material forecast-accuracy improvement, 

and significantly reduced manual consolidation effort.
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CASE STUDY 5.6

Implementation Difficulties and Pilot Results

▪ Three banks provided reliable APIs, but others supplied information in inconsistent formats; different business units used different 

customer and supplier codes, and intercompany transactions were classified inconsistently.

▪ Integration expenditure exceeded the original estimate by approximately 30%, and the AI model generated a high number of liquidity 

alerts — some valid, others arising from timing differences or restricted cash balances.

Area Pilot Result Management Assessment

Cash visibility ~88% of group cash visible daily Below target — several banks lacked reliable connectivity

Forecast accuracy Improved from ~74% to 80% Positive but more modest than expected

Reporting effort Manual time reduced by ~35% Valuable, though local validation remained necessary

Liquidity alerts Early warnings improved False alerts remained high; rules needed refinement

Autonomous workflows Not implemented Controls considered insufficient for execution authority
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CASE STUDY 5.6

Management Decision and Lessons

▪ The CFO rejected both immediate termination and full-scale deployment, narrowing the pilot to three applications: consolidated daily 

cash visibility for banks with reliable connections, AI-assisted forecasting as an input to the treasury forecast, and exception identification 

for material liquidity movements.

▪ The proposal to allow the system to initiate intercompany transfers or execute funding decisions was deferred — treasury retained 

human approval for all payments, investments, borrowings, hedges, and intercompany funding movements.

▪ The pilot was not a failure, but neither was it an unqualified success — it produced useful operational improvements while exposing 

limitations that made wider automation premature.

PRINCIPAL LESSON

Treasury maturity should not be measured by whether the system could execute transactions autonomously. The more relevant test was 

whether it improved cash visibility, supported better decisions, and operated within acceptable risk and control parameters.
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CASE STUDIES

Concluding Perspective Across the Six Cases

▪ GMC and NCPG show how predictive forecasting and integrated working capital analytics release liquidity that would otherwise 

require external financing.

▪ AGEG and GRH demonstrate how continuous risk intelligence and behavioural fraud analytics replace periodic, reactive treasury risk 

and control processes.

▪ VGIC illustrates the trajectory toward Autonomous Treasury — predictive debt and capital allocation decisions freeing professionals 

for strategic advisory work.

▪ The mixed-result pilot is a deliberate counterpoint: a technically functional AI solution does not automatically justify enterprise-wide 

deployment — treasury should expand only capabilities that demonstrate reliable value, manageable cost, effective controls, and 

user acceptance.

▪ Across all six cases, benefits depended on reliable data, bank connectivity, strong governance, and continued human accountability 

for material treasury decisions.
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Annexures 5A–5C:

Readiness, Dashboards, and Governance
Reference frameworks for implementation and Board oversight
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ANNEXURE 5A

Enterprise Treasury AI Readiness Assessment (1 of 2)

Treasury Function AI Opportunity Priority

Cash Flow Forecasting Machine learning forecasting High

Liquidity Management Real-time cash visibility High

Bank Connectivity API-enabled banking integration High

Working Capital Management Predictive working capital optimization High

Treasury Payments Intelligent payment automation High

Bank Reconciliation Continuous AI reconciliation High

Foreign Exchange Management Predictive hedge optimization High

Interest Rate Management AI yield curve forecasting High
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ANNEXURE 5A

Enterprise Treasury AI Readiness Assessment (2 of 2)

Treasury Function AI Opportunity Priority

Debt Portfolio Management AI refinancing optimization Medium

Surplus Cash Investment AI investment optimization Medium

Counterparty Risk Continuous counterparty monitoring High

Fraud Monitoring Behavioural AI analytics High

Treasury Cybersecurity Predictive cyber analytics High

Regulatory Compliance Continuous compliance monitoring High

Treasury Reporting Real-time executive dashboards Medium

Treasury Governance Continuous AI governance monitoring High

Maturity progression: Level 1 Traditional → Level 2 Digital → Level 3 Intelligent → Level 4 Predictive → Level 5 Autonomous Treasury
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ANNEXURE 5B

Comprehensive Treasury KPI Dashboard (1 of 2)

Treasury Area Key Performance Indicator Target

Liquidity Cash Forecast Accuracy >95%

Liquidity Daily Cash Position Accuracy >99%

Liquidity Liquidity Coverage Ratio >120%

Working Capital DSO / DIO / DPO Industry benchmark / contractual target

Working Capital Cash Conversion Cycle (CCC) Continuous reduction

Financing Weighted Average Cost of Debt Declining trend

Financing Debt Covenant Compliance 100%

Investments Surplus Cash Yield Benchmark + spread
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ANNEXURE 5B

Comprehensive Treasury KPI Dashboard (2 of 2)

Treasury Area Key Performance Indicator Target

FX Risk Hedge Effectiveness >95%

Interest Rate Risk Floating Rate Exposure Within policy

Counterparty Risk Counterparty Risk Rating Acceptable range

Payments Straight-Through Processing (STP) >90%

Fraud Fraud Detection Rate / False Positive Rate Increasing / <20%

Cybersecurity Treasury Security Incidents Zero critical incidents

Treasury Operations Payment Processing Time <5 minutes

Treasury Governance Treasury Policy Compliance 100%
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ANNEXURE 5B

Executive Treasury Dashboard (RAG)

Area Green Amber Red

Liquidity (Forecast Accuracy) >95% 90–95% <90%

DSO Within target 5% above target >10% above target

Debt Covenants Fully compliant Early warning Breach

Fraud No material incidents Increased alerts Confirmed fraud

Cybersecurity No high risks Medium risk Critical incident

Treasury Systems >99.9% availability Minor outage Major outage
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ANNEXURE 5C

AI Treasury Governance and Internal Control Framework (1 of 2)

Treasury Activity Key Risk Detective Control

Cash Forecasting Incorrect forecasts Forecast vs. actual variance analysis

Liquidity Management Liquidity shortfall Daily liquidity monitoring

Payments Unauthorized payments Exception reports; payment analytics

Beneficiary Management Fraudulent account changes Beneficiary change reports

Bank Reconciliations Unreconciled transactions Exception investigation

FX Hedging Ineffective hedging Hedge effectiveness testing

Interest Rate Management Excess financing costs Interest rate sensitivity analysis
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ANNEXURE 5C

AI Treasury Governance and Internal Control Framework (2 of 2)

Treasury Activity Key Risk Detective Control

Counterparty Risk Bank default Counterparty monitoring

Investments Investment losses Portfolio performance reviews

Cybersecurity System compromise SIEM monitoring; penetration testing

Sanctions & AML Regulatory breaches Exception investigation

AI Models Model bias or drift Performance monitoring

Business Continuity Treasury disruption Recovery testing

AI-Initiated Treasury Actions Transactions exceed approved authority Post-execution monitoring; exception reporting
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ANNEXURE 5C

Treasury AI Governance Principles

Governance Principle Implementation Guidance

Human Oversight Strategic treasury decisions remain subject to management approval

Transparency AI recommendations must be explainable and documented

Accountability Treasury management remains accountable for all financial decisions

Security All treasury platforms should comply with cybersecurity and data protection standards

Ethical AI AI models should be regularly reviewed for bias, fairness, and consistency

Continuous Learning AI models should be retrained using validated, high-quality treasury data

Regulatory Compliance AI-enabled treasury operations must comply with applicable banking, AML, sanctions, and tax regulations

Independent Assurance Internal Audit should periodically review AI models, treasury controls, and governance effectiveness
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Annexure 5D:

13-Week Cash-Flow Forecasting Template
A practical bridge between daily treasury operations and medium-term financial planning
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ANNEXURE 5D

Purpose and Implementation Sequence

▪ A 13-week cash-flow forecast provides management with a short-term view of expected cash receipts, payments, liquidity 

headroom and funding requirements — connecting daily cash management with working-capital actions and near-term 

planning.

▪ The template helps finance and treasury teams consolidate expected cash movements weekly, distinguish operating from 

financing flows, classify cash flows by confidence, identify potential liquidity gaps, and compare forecasts with actual results.

▪ Week 1 should normally contain the greatest transactional detail, while later weeks may rely more extensively on business 

drivers and approved assumptions.

IMPLEMENTATION SEQUENCE

Data Collection → Cash-Flow Classification → Weekly Forecast → Liquidity-Gap Identification → Management Action → Actual Comparison → 

Forecast Refinement
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ANNEXURE 5D

Forecast Scope and Cash-Flow Classification

▪ Before preparing the forecast, treasury should define its scope: forecast period, reporting currency, entities and bank accounts

included, restricted-cash definition, minimum liquidity requirement, available committed facilities, and materiality threshold.

▪ Each material cash flow should be classified by nature — operating receipt, operating payment, investing, financing, internal 

transfer, or restricted cash movement — with internal transfers eliminated from the consolidated forecast to avoid double 

counting.

Confidence Code Classification Forecast Treatment

C Committed Include in the base forecast at the expected amount and timing

H Highly probable Include in the base forecast, subject to documented timing assumptions

U Uncertain Include separately or probability-weight; test in scenarios

E Excluded Do not include in the base forecast; disclose if potentially material
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ANNEXURE 5D

The Master 13-Week Cash-Flow Forecast Structure

▪ The consolidated direct cash-flow forecast is built from: A. Opening unrestricted cash; operating receipts and payments (B, C) producing 

D. Net operating cash flow; investing activities (E); F. Cash before financing; and financing activities (G) producing H. Forecast closing 

unrestricted cash.

▪ Restricted or unavailable cash is added separately to reach I. Total reported cash, and compared against the minimum liquidity 

requirement to derive J. Liquidity headroom/(shortfall) and, after committed facilities, K. Headroom after committed facilities.

▪ The closing unrestricted cash balance for each week becomes the opening balance for the following week — restricted cash should not 

be included in liquidity available for ordinary payments unless the restriction is expected to be removed and this is properly supported.
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ANNEXURE 5D

Confidence Analysis and Liquidity Scenario Analysis

▪ Management should understand how much of the forecast depends on uncertain receipts and payments — a high proportion of 

uncertain receipts in a week with limited liquidity headroom should trigger management attention even when the base forecast shows a 

positive closing balance.

▪ The base forecast should be supplemented by downside and severe-downside scenarios that alter only defined assumptions — customer 

collections, supplier payments, capital expenditure, and financing costs — rather than applying arbitrary percentage reductions to every 

line.

▪ Scenarios should identify the lowest unrestricted cash balance, the week it occurs, the maximum liquidity shortfall, and the point at 

which normal treasury management is no longer sufficient and formal escalation is required.
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ANNEXURE 5D

The Liquidity Action Register

▪ Forecasting has limited value unless identified liquidity risks lead to timely action — each material risk should have a 

named owner, due date, and expected cash effect.

▪ Illustrative actions include: accelerate customer collection, defer non-essential expenditure, reschedule capital 

expenditure, negotiate supplier timing, draw a committed facility, arrange intercompany funding, and seek additional 

financing.

▪ Management actions should not be included in the base forecast until they are sufficiently approved and probable —

potential actions may instead be disclosed as liquidity mitigants and classified according to confidence.

IMPORTANT

AI may support data collection, predict collection dates, identify unusual cash movements and prepare scenarios. It should not convert an 

unapproved forecast assumption into a borrowing, investment or payment instruction.
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ANNEXURE 5D

Forecast Production, Review, and Approval

Activity Primary Responsibility

Collect bank and cash-position data Treasury operations

Forecast customer collections Credit control and commercial finance

Forecast supplier and operating payments Accounts payable, procurement and business units

Forecast payroll, tax and statutory payments Payroll, tax and finance

Forecast capital expenditure Business units and finance

Forecast debt service and financing Treasury

Consolidate the forecast FP&A or treasury

Challenge assumptions and scenarios Treasurer, controller and FP&A

Approve the forecast CFO or delegated authority
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ANNEXURE 5D

Forecast-Versus-Actual Review and Accuracy Measures

▪ Each completed week should be compared with actual cash flows, with variances separated into amount, timing, 

classification, and data-quality effects.

▪ A timing variance occurs when the expected cash flow remains valid but moves to another week; an amount variance occurs 

when the value changes; a classification variance indicates an incorrect category or confidence level.

Measure Formula or Assessment

Receipt forecast accuracy 1 − Absolute receipt variance ÷ Actual receipts

Payment forecast accuracy 1 − Absolute payment variance ÷ Actual payments

Net cash-flow forecast accuracy 1 − Absolute net cash-flow variance ÷ Actual cash flows

Forecast bias Sum of forecast variances ÷ Sum of actual cash flows

Uncertain cash-flow ratio Uncertain forecast items ÷ Total forecast cash flows
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ANNEXURE 5D

The Weekly Treasury Review

▪ The weekly review should concentrate management attention on exceptions and decisions rather than merely presenting the 

forecast — tracking unrestricted and restricted cash, the lowest 13-week cash balance, minimum liquidity headroom, and 

undrawn committed facilities against Green/Amber/Red thresholds.

▪ At each review, management should ask: Does the opening position reconcile with confirmed bank balances? What proportion 

of expected receipts is uncertain? In which week does unrestricted cash reach its lowest level? Are committed facilities sufficient 

under downside scenarios? Which management actions are required, and who is accountable?
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ANNEXURE 5D

Concluding Perspective

▪ A 13-week cash-flow forecast is not merely a treasury report — it is a management process that converts information 

about collections, payments, investments and financing into timely liquidity decisions.

▪ The forecast should distinguish available cash from reported cash, committed cash flows from uncertain expectations, 

and forecast preparation from management approval.

▪ AI can improve data consolidation, pattern recognition, collection forecasting, scenario analysis and exception 

identification — but management remains responsible for assumptions, liquidity actions, financing decisions and the 

adequacy of available cash.

THE ROLLING CONTROL FRAMEWORK

The template should be used as a rolling control and decision framework. Each completed week should be replaced by a new forecast week, 

actual results compared with forecast, and the resulting learning used to improve subsequent assumptions, classifications and actions.
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THE  POCKETB OO K L IB RARY

Books by B D Chatterjee — IFRS & GAAP Library

Available at bdchatterjee.com • Amazon Kindle & Paperback



THANK YOU
Module 5: AI in Treasury, Liquidity, Working Capital,

and Cash Management

BDCHATTERJEE.COM

Digital CFO Solutions  |  Managing Finance in the AI Era — Training Series


	Slide 1
	Slide 2
	Slide 3
	Slide 4
	Slide 5
	Slide 6
	Slide 7
	Slide 8
	Slide 9
	Slide 10
	Slide 11
	Slide 12
	Slide 13
	Slide 14
	Slide 15
	Slide 16
	Slide 17
	Slide 18
	Slide 19
	Slide 20
	Slide 21
	Slide 22
	Slide 23
	Slide 24
	Slide 25
	Slide 26
	Slide 27
	Slide 28
	Slide 29
	Slide 30
	Slide 31
	Slide 32
	Slide 33
	Slide 34
	Slide 35
	Slide 36
	Slide 37
	Slide 38
	Slide 39
	Slide 40
	Slide 41
	Slide 42
	Slide 43
	Slide 44
	Slide 45
	Slide 46
	Slide 47
	Slide 48
	Slide 49
	Slide 50
	Slide 51
	Slide 52
	Slide 53
	Slide 54
	Slide 55
	Slide 56
	Slide 57
	Slide 58
	Slide 59
	Slide 60
	Slide 61
	Slide 62
	Slide 63
	Slide 64
	Slide 65
	Slide 66
	Slide 67
	Slide 68
	Slide 69
	Slide 70
	Slide 71
	Slide 72
	Slide 73
	Slide 74
	Slide 75
	Slide 76
	Slide 77
	Slide 78
	Slide 79
	Slide 80
	Slide 81
	Slide 82
	Slide 83
	Slide 84
	Slide 85
	Slide 86
	Slide 87
	Slide 88
	Slide 89
	Slide 90
	Slide 91
	Slide 92
	Slide 93
	Slide 94
	Slide 95

