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The year 2025 marked a pivotal moment for corporate 
treasury functions across the Middle East, North Africa, and 
Türkiye (MENAT). Insights gathered from the HSBC 
Treasury Hangout series and the HSBC EMEA Treasury 
Pulse 2025 survey show that treasury’s core mandate is 
shifting rapidly. The focus is moving from solely addressing 
daily operational and financial issues to proactively manag-
ing macro-level risks and driving digital transformation. 

Shifting Landscape

There has been notable improvement in issues that 
consumed significant bandwidth in 2024, such as
country-specific liquidity issues in markets like Egypt
and regulatory hurdles related to cash repatriation. 
However, this has been overlaid with new concerns 
around macro and financial volatility, and geopolitics.

Top Business Priorities

Treasury teams are under pressure to deliver more value 
with fewer resources, which has driven a sharpening of 
priorities. Survey results from the EMEA Treasury Pulse 
and the 2025 Treasury Hangout reveal clear mandates for 
the year ahead. These include the firm-wide adoption of 
new technologies, operational cost reductions, and 
improved return on capital. These results underscore that 
the pursuit of e�ciency through technology is paramount. 
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EXECUTIVE SUMMARY

Overarching Challenges

Despite the focus on technological advancement, the 
most significant concerns remain external and systemic. 
When participants in the first Hangout were asked to
outline their key challenges for the remainder of 2025,   
geopolitical instability and financial market volatility were 
paramount. This suggests that while internal pain points 
are being addressed, the macro environment presents the 
main obstacle to strategic goals. Businesses are
responding by prioritising risk mitigation strategies, 
including diversification of banking relationships and 
enhanced cash flow management. 

The Centralisation and Automation
Payo�

The payo� for adopting centralisation and automation is 
substantial. Analysis from the EMEA Treasury Pulse 
shows that treasury teams that have achieved a high level 
of automation and centralisation unlock significant 
capacity and strategic potential. Highly e�cient teams 
can unload over 160 hours of capacity monthly and spend 
up to 46% of their time on strategic objectives, compared 
to 36% for average teams. This freed-up capacity enables 
a deeper focus on value-adding activities like liquidity 
optimisation, risk management, and strategic planning.
As one treasurer put it, "Treasury used to be reactive. 
Now, it's becoming more proactive, shaping business 
strategy rather than just responding to it.”
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NAVIGATING MACRO AND REGIONAL VOLATILITY 

Improvement in 2024 Pain Points
The first HSBC Treasury Hangout of 2025 incorporated a 
review of regional liquidity and economic stability in three 
major regional economies: Egypt, Türkiye, and Saudi 
Arabia. 

Treasurers noted tangible improvements in several areas 
that had been key pain points in 2024, particularly in 
terms of liquidity. 

In Egypt, liquidity issues had improved significantly due to 
sizeable investments from the UAE. This influx of capital 
stabilised exchange rates, allowing treasurers to shift 
focus. However, structural concerns remained, with some 
attendees reporting making salary payments in dollars to 
mitigate persistent inflation. As one participant observed:

"A year ago, volatility was one-directional: 
every month, the exchange rate dropped, and 
the economy su�ered. Now, the FX rate is 
much more stable, but there’s still a long way 
to go.” 

In Türkiye, there were persistent economic challenges at 
the beginning of the year, with inflation exceeding 50% 
and ongoing concerns about market volatility. Despite
this, participants expressed cautious optimism that the 
country had "turned a corner". One treasurer captured the 
dual nature of the market:

"Türkiye is a big market, but the economy is 
still a concern. Inflation is at 50%, and while 
the market has huge potential, there’s also 
intense competition and uncertainty."

Unlike liquidity, the structural challenge of repatriating 
cash remains substantial for treasurers in Saudi Arabia 
because of complexities in taxation and regulation. 
Specific compliance requirements, such as the need for 
physical signing of cheques by Saudi nationals, add to the 
operational burden.

"Getting money out of Saudi Arabia remains a challenge 
due to taxation and regulatory constraints. Sometimes, 
it’s more e�cient to leave the funds there and reinvest 
locally,” said one of the Treasurers at the event. 
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Core Treasury Management Challenges

Beyond the country-specific issues, treasurers continue to 
grapple with the evergreen challenges of liquidity, 
investment, operations, and regulations.

Managing liquidity across di�erent regions and
repatriating funds remains a time-consuming task for 
many treasurers in the region. Strategies to mitigate this 
involve enhanced e�ciency through centralisation of 
treasury operations, better forecasting tools, and 
increased use of netting arrangements and hedging 
instruments.

Companies are focused on capturing regional growth 
opportunities while also managing the inherent risks 
associated with economic and geopolitical volatility. 
Increasingly, their investment strategies need to be 
aligned with geopolitical realities. 

Furthermore, the complex and rapidly changing tax 
landscape in the Middle East makes this job particularly 
di�cult. Treasurers must structure their functions to
optimise tax e�ciency while ensuring compliance with
a fast-moving set of regulations.

There is a clear consensus on the crucial role of
automation and technology in addressing challenges, 

NAVIGATING MACRO AND REGIONAL VOLATILITY 

especially those of enhancing cash flow visibility and  
reducing manual processes. Treasurers are actively 
exploring new solutions such as API integrations, 
real-time data access, and AI-driven analytics to
improve decision-making and agility.

The Evolving Role of Treasury

The treasury function is transforming, moving from a 
purely operational part of the business to one that is 
involved in strategic growth initiatives. The transformation 
is being driven by new digital business lines, such as B2C 
operations, which need a seamless treasury backbone in 
order to function. This expanded scope is central to the 
modern treasurer’s vision:

"Treasury used to be reactive,”

said one treasurer.

“Now, it's becoming more proactive, shaping 
business strategy rather than just responding 
to it”.
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Treasury Centralisation
as a Strategic Imperative  
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Primary Drivers for Centralisation

Treasury centralisation is a growing trend in MENAT
and a strategic imperative for transformation. Indeed,
it is increasingly viewed as a crucial step for building a 
resilient and smarter treasury. 

The key drivers for centralisation are a focus on capital 
e�ciency and control. A survey of the Hangout
participants revealed that the primary motivations are 
financial and control-oriented.

What are the main drivers for pursuing treasury
centralisation?

TREASURY CENTRALISATION AS A STRATEGIC IMPERATIVE

This strong financial motivation is a direct response to 
margin compression in their wider businesses caused
by factors such as increased tari�s and rising capex.

50%

25%

20%

Maximising returns on capital
and cash balances

Consolidating and controlling
banking mandates and relationships 

Increasing visibility on regional
cash balances

Increasing control over payment
and receivables 5%

By centralising cash, treasurers were seeking to receive 
higher interest rates on balances in a higher-for-longer 
interest rate environment, thus becoming active drivers
of business performance. 

Centralisation is also a response to the demands of global 
uncertainty. Treasurers are increasingly being asked to 
provide senior leadership, including boards, with regular, 
accurate, and granular reports on how much cash is on 
hand and precisely where it is located.

Attendees identified wide benefits of centralisation 
including increased visibility and control over cash flows, 
enhanced e�ciency in liquidity management, reduced FX 
exposures, as well as optimised returns on cash. One 
treasurer shared a personal example:

"One of the benefits of our ongoing
centralisation programme is that we are 
transitioning to a centralised ERP system... a 
cloud system... which will strengthen us by 
bringing nineteen di�erent treasury o�ces 
together in one system. This will give us a 
centralised view of our treasury and allow us 
to maximise the cash balances that we have. 
It is a very positive trend.”

8 Redefining Treasury in the Middle East
Voices of Treasury Report 2025



TREASURY CENTRALISATION AS A STRATEGIC IMPERATIVE
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Centralisation as a Journey, not a State

A key theme of the discussion was that centralisation is a 
journey with varying degrees of implementation rather 
than a fixed binary state. Furthermore, it is often part of a 
broader, company-wide transformation aimed at
harmonising business processes, integrating systems,
and shifting the organisational mindset.

One participant from a company that had grown through 
acquisition explained this shift:

"Our centralisation journey was based on our 
decision to harmonise all our businesses into 
one. We have just started that journey 
moving away from our startup mentality into 
a corporate mentality. It is a long process, 
and it will take us years to get to where we 
want to get to.” 

Another noted the importance of both centralisation and 
proximity to the business:

"We have had a globally centralised treasury 
for a long time, especially on the funding
and liquidity side. But a few years ago, we 
decided to set up a regional treasury centre 
so that we could become closer to the
business. It has had a huge impact. We
have learnt that while it is important to
centralise, it is also important to stay close
to the business.”

The EMEA Pulse data confirms this trend, showing that 
64% of EMEA firms are looking to centralise operations as 
much as regulation allows.

Centralisation Tools for Capital E�ciency

There are several specific centralisation tools that are 
being used by treasuries to achieve capital e�ciencies. 

Some 42% of EMEA firms are operating an In-House Bank 
(IHB), which is 9% higher than the global average. IHBs 
are primarily used to facilitate cash pooling and group 
funding, enabling seamless liquidity management across 
entities and reducing reliance on external borrowing.

Moreover, four in ten EMEA firms are pooling more than 
75% of their cash balances. This o�sets debit balances 
with credit balances, lowering overdraft and loan costs. 
Notably, firms that fully automate pooling are 1.7 times 
more likely to generate global cash positions in minutes, 
underscoring the e�ciency gains.

Sequencing and Prioritisation

When starting the centralisation journey, sequencing is 
critical. 

According to the Hangout survey, the functions that
most treasurers want to centralise first are:

Starting with cash balances provides the foundation for 
the rest of the journey. "We started by centralising cash 
balances,” noted one treasurer

“We spoke to our bankers and asked them to 
give us daily and weekly visibility on our 
cash. From that we were able to start on 
notional pooling. We are also now trying to 
centralise our banking relationships, so we do 
not have to keep talking to multiple banks 
and spreading ourselves too thin. That is the 
mandate from our board.”

43% Liquidity

33% Bank relationships 

19% Funding
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TREASURY CENTRALISATION AS A STRATEGIC IMPERATIVE

Major Obstacles to Centralisation

The benefits may be substantial, but centralisation is a 
major undertaking for any organisation. According to the
Hangout survey the major challenges to a successful 
centralisation programme are:

context of centralisation. One treasurer illustrated the 
magnitude of the problem: "We operate in over 100 
countries, and we have over 4,000 separate bank
accounts in the region. For many reasons we could not 
reduce the number of banks we work with, so we have to 
set up automatic pooling of our local cash balances to a 
regional cash concentration... Four years ago, we had 
USD1.8 billion in what we called fragmented cash. Now 
that figure has fallen to USD400 million”.

The Role of Banking Partners

Having the right banking partner is essential for
successful centralisation. Banks o�er critical expertise, 
support with technology integration, and assist in
managing complex, multi-jurisdictional regulatory
environments. The ability to leverage bank technology,
particularly APIs, is key to achieving real-time cash 
visibility and pooling. "We rely heavily on our banks’ 
technology such as APIs to help us with that and to do 
central pooling of our cash," one participant noted. 

Integrating disparate systems across multiple countries 
presents the most significant hurdle. The implementation
of new ERP systems, such as SAP’s S4/Hana, was 
specifically highlighted as a major undertaking in the 

57%

24% Compliance with local regulations 

19% Internal business pushback 

Systems and technology integration
(Pulse survey: 42% Integration with legacy environment)
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The Digital Roadmap:
AI, Automation, and Payments  
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THE DIGITAL ROADMAP: AI, AUTOMATION, AND PAYMENTS
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Automation Priorities

Automation is the engine of e�ciency in modern treasury. 
The EMEA Pulse report shows that, on average, EMEA 
treasuries have automated just 48% of their processes,
in line with the global average. The majority of treasury 
time is still spent on manual tasks rather than strategic 
activities. 

The most automated and centralised treasury functions 
achieve faster cash position times despite often operating
in more jurisdictions. This demonstrates how automation 
is paying o�, particularly for larger firms. 

The least automated task is cash flow forecasting and 
planning with only 42% automated. This is followed by 
reporting and analytics, which is on average 48% 
automated. 

AI Adoption Status

Artificial Intelligence (AI) is viewed as the next frontier
for e�ciency gains, with the potential to transform the 

treasury function. However, this journey is still in its 
nascent stages. 

According to the Hangout survey, the majority of
treasurers (68%) are in the ‘just exploring’ phase in
relation to AI, with only 5% actively implementing 
solutions and none having AI fully embedded in
operations. 

This reflects a significant skills gap, with 83% of
participants at the Hangout series reporting that they
were still in in the learning phase regarding their
understanding of AI concepts in a treasury context.
This suggests a need to augment treasury teams with 
strategists and technologists. 

Despite this, treasurers can see the huge opportunity that 
AI represents. They see the most immediate potential in
two critical areas: fraud detection (33%) and cash 
forecasting (25%). 

AI-powered fraud detection can continuously monitor 
bank accounts for suspicious activity, providing a

Treasury digitisation and automation priorities in the next two years

Documentation
analysis, review
and summary

Fraud detection Cash flow
forecasting

AI based financial
modeling

Receivables
reconciliation

36%

44% 44%
41%

23%
20%

22%

12%

36%

30%

Global Average EMEA

Source: HSBC Treasury Pulse Survey report - EMEA.
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proactive, early-warning system. “When I look at AI, I am 
focusing on tasks I don't like doing as a treasurer, such as 
KYC or bank account openings, where the data is there 
but just needs to be populated into a form,” said one 
treasurer. “With cash flow forecasting, even when the 
data is there, I would want to check it to make sure it is 
accurate, but it is further along in the journey.”

When asked what their top priority for AI activities in the 
next 12-24 months is the answer was clear with 58% 
saying they were looking at AI as a way to help automate 
manual processes.  

Key Obstacles to Deeper AI Adoption

The path to deeper AI integration is blocked by several 
major obstacles. The survey data highlights that the most 
significant barrier is data quality or availability with 44% of 
respondents citing it. AI relies on clean, consistent, and 
centralised data, which is often fragmented across 
disparate ERP, TMS, and CRM systems. "The challenge 
for treasury is how to get the di�erent tools to talk to each 
other,” said one treasurer. “Until these systems can talk 
to each other or you have undertaken a full digital
transformation, you won’t get the best out of AI.”

The other key challenge that treasurers face is the
unclear return on investment and business case when
undertaking an AI project. Securing investment for 
treasury-specific AI projects is di�cult since this is often 
viewed as a support function and securing the investment 
needed relies on there being a clear and calculable 
benefit. 

There is also a general lack of trust in how AI tools, 
particularly generative AI, arrive at their conclusions. 
Treasurers require clear, explainable AI processes to 
validate critical results such as cash flow forecasts.

Payments Modernisation

Future-proofing any treasury operation requires payments 
modernisation. Emerging solutions can o�er faster, more 
secure, and more transparent transactions. According to 
the EMEA Treasury Pulse Survey, however, the adoption 
of highly innovative solutions such as tokenisation, 
embedded payments, and pay-into-wallet is currently low 
(less than 10%) across EMEA. Despite this, respondents 
suggest that adoption is "set to surge over the next two 
years.”

A significant 47% of treasurers still rely on traditional 
payments rails and methods due to regulatory bottlenecks 
across di�erent jurisdictions in the region. However, 
non-Eurozone firms are generally more optimistic about 
emerging payment solutions such as real-time payments 
and virtual bank accounts than their Eurozone peers. 

Foundational Transformation Initiatives

Foundational digital initiatives are fuelling the adoption of 
AI and modern payments and are creating the necessary 
infrastructure for the next wave of treasury
transformation. 

The ISO 20022 migration, for the new messaging 
standard, went live in November 2025. The new standard 
provides richer data capture, o�ering a significant
opportunity for treasury teams. 

Furthermore, the critical process of integrating ERP 
systems such as SAP S4/Hana with dedicated Treasury 
Management Systems (TMS) solutions such as Kyriba 
continues. The aim is to connect these systems to bank 
APIs to fully leverage digital transformation.
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CONCLUSION - STRATEGIES FOR A FUTURE TREASURY FUNCTION

The journey to a truly strategic, resilient, and digital-first 
treasury requires a deliberate, phased approach. The 
ultimate goal is to leverage technology and centralisation
to create a function that is smarter and more adaptable, 
and which can act as a strategic partner to the business.

A Recommended Path to Digital Maturity

Hangout participants outlined several strategies for 
achieving digital maturity in their treasury operations and
moving to greater levels of automation and AI adoption. 

Start with the Automation of Mundane Tasks: The "best 
bang for your buck" comes from starting with readily 
available AI tools such as ChatGPT, Co-pilot or Gemini to 
automate repetitive, high-volume, low-complexity tasks 
such as KYC processes and data cleansing. 

Establish a Robust Digital Environment: Digitisation is 
the next leg of the journey. All manual and paper-based 
processes must be digitised to create the data foundation 
on which automation and AI thrive. 

Develop a Strong People Strategy: Treasury teams can 
become a hybrid blend of finance professionals, 
strategists, and technologists. Using automation and AI
frees up capacity for more strategic activities. 

Prioritise Data Governance and Integration: A
comprehensive data strategy is paramount. All disparate
systems including the ERP, TMS, CRM systems and
banking sources should be interconnected, ideally via 
APIs, to ensure AI has access to real-time, comprehensive 
data.

Adopt a Human-in-the-Loop Approach: AI should be 
treated like a junior team member as it requires human 
supervision, clear expectations, and time to refine its 
capabilities. Human oversight is vital for complex 
decision-making and for identifying data gaps that AI may 
miss.

The journey to digital treasury transformation continues at 
pace, with new technology adoption being a top priority 
for treasurers attending the events and responding to our 
surveys over the course of 2025. While hurdles such as 
budget constraints and the need for proven ROI in new
systems remain, the long-term vision is clear: leveraging
centralisation and technology to build a treasury function 
that is smarter, more resilient, and adaptable. By doing so, 
the treasury team can fully transition from a back-o�ce 
function to a strategic enabler of business growth and risk 
management. 
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Important Notice  

This document is issued by HSBC Bank Middle East Limited, U.A.E. Branch (“HSBC”). HSBC does not warrant that the contents of this document 
are accurate, su�cient or relevant for the recipient’s purposes and HSBC gives no undertaking and is under no obligation to provide the recipient 
with access to any additional information or to update all or any part of the contents of this document or to correct any inaccuracies in it which may 
become apparent. Receipt of this document in whole orin part shall not constitute an o�er, invitation or inducement to contract. The recipient is 
solely responsible for making its own independent appraisal of the products, services and other content referred to in this document. This document 
should be read in its entirety and should not be photocopied, reproduced, distributed or disclosed in whole or in part to any other person without
the prior written consent of the relevant HSBC group member.

Issued by HSBC Bank Middle East Limited U.A.E. Branch, P.O. Box 66, Dubai, U.A.E., regulated by the Central Bank of the U.A.E. for the purposes 
of this promotion and lead regulated by the Dubai Financial Services Authority.

Copyright: HSBC Group 2026. ALL RIGHTS RESERVED.
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