
Your treasury group is about to take on 
something big:  a new, comprehensive 
technology platform.  Your team has done a 
good job of selection, and they’re excited to 
get it going.  It’s time to implement! 

We know only one or two stories of utterly 
failed implementations – but many about 
significant delays, budget overruns, and 
staffing challenges.  And lots of companies will 
tell you, they didn’t realize the full potential of 
what they set out to accomplish. 

At Treasury Strategies, we’ve implemented 
successfully dozens of times.  We’ve seen 
problems from all directions and we’ve 
developed good ways to avoid them or head 
them off at the pass.  We know how to get to 
“great” instead of just “done” – by focusing on 
three critical implementation activities:  
•  Managing your project professionally

•  Realistically estimating resources

•  Understanding your vendor’s role

Manage Your Project 
Professionally 

This is one key success factor for a GREAT 
implementation.  According to the president of 
one of the largest treasury software firms, the 
worst implementations are those in which the 
corporate customer has poor project 
management.  
We are adamant that not just any project 
manager (PM) fills the bill.  Why not use a 
treasury staff member (who may or may not 
have done an implementation before)?  Why 
not use a PM from IT?  Why not use a PM 
supplied by business services? 

Because you need someone who understands 
treasury as well as implementation project 
management.  There’s so much more to do 
besides having weekly update meetings and 
staying on top of everyone.  

Experienced PMs are like orchestra conductors.  
They know what expectations to set, and how 
to coordinate the players.  They know where 
implementation issues are likely to surface.  
They can differentiate between issues where 
there’s no cause for panic, and issues where 
you need to go to the mat for a vendor 
remedy.   They understand the nuances of 
treasury and treasury accounting.  And, their 
independence empowers them to make the 
tough calls. 

Here are a few of the skills that an 
independent and experienced PM brings: 

•  Understand the desired end state,
knowing what treasury technology success
looks like

•  Understand who needs to be involved,
and when (treasury, vendor, IT, banks and
other data suppliers, ERP team)

•  Ability to hold all parties accountable to
detailed project plans

•  Ability to estimate a realistic timeline

•  Deep familiarity with implementation
phases and how to schedule them to
adapt to your requirements

•  Previous experience with the bank
connectivity component, to estimate lead
times, sequence and schedule vendors/
banks efficiently

•  Understand how to minimize and mitigate
timeline and budget creep

•  Understand how to do all of the above
while still allowing core treasury to
operate at 100% during the process

TTrreeaassuurryy  SSyysstteemm  IImmpplleemmeennttaattiioonn::    
WWhheenn  SSuucccceessss  iiss  YYoouurr  OOnnllyy  OOppttiioonn  
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Experienced treasury technology PMs hover 
over the implementation like a guardian angel, 
watching for things that aren’t moving as 
expected: 
•  Is poor communication resulting in

multiple vendor re-dos? 
•  Is accounting supposed to confirm

configuration, but they’re not responding?
•  Is the vendor balking on building all the

reports you need?
•  Are system performance issues side-

tracking your implementers?
•  Are treasury team members behind on

creating transactions or doing their tests?

The experienced PM is alert to such problems, 
and finds solutions before they waste precious 
budget and time.  When necessary, they can 
take names and prod resources, with tact and 
ultimate concern for the project’s well-being. 

Our research confirms the value of an 
experienced treasury technology PM from 
outside your firm.  Companies that used an 
external project manager are markedly more 
satisfied with their implementations than those 
that used a treasury staff member or other 
internal resource to manage the project.  More 
than half of firms who only used treasury 
resources were disappointed with their 
implementation results. 

Estimate Resources Realistically 

Most companies underestimate the resources 
they’ll need to implement.  The job still gets 
done, but the timeline is extended, which no 
one really wants.  Worse, some “nice to have” 
features get scrapped or some modules get 
postponed until the infamous “Phase 2.” 

Delayed timelines are the most frequent source 
of implementation dissatisfaction according to 
our research.  This is almost always tied to 
resource issues:  overburdened vendor 
resources, internal resources that detour to 
other projects, shared resources, and turnover 
of internal resources were a factor in almost 
half the implementations in our survey. 

Even when your vendor does part of the 
implementation, you’re responsible for the rest.  
This can get dicey.  It’s good to have external 
resources to augment this.  Why? 

Most internal treasury people assigned to 
implementation will have day jobs.  They can 
usually find some time, but how much and 
how consistently is hard to forecast.  In lengthy 
implementations, burnout can be a factor. 

And, unpredictable things happen.  Project 
resources quit or get promoted, become ill, or 
get assigned to other special projects.  

Having flexible external resources makes these 
uncertainties and unknowns less of a planning 
problem.  Outside professionals can carry part 
of the implementation work, making the extra 
load on your staff more manageable.  They 
can pinch hit when there are unexpected 
demands on your people, or if you encounter a 
major issue (departure, illness, etc.).  

Understand Your Software  
Vendor’s Role 

Your vendor’s view of their role in getting you 
implemented may differ from yours.  You may 
see them as an advisor.  They may see their 
role as getting you started on the right track, 
assuming you will quickly become self-
sufficient.  

It’s more productive to change your thinking 
than trying to change theirs.  Take control of 
your implementation from the beginning.  You 
should determine roles and responsibilities, the 
steps in your process, and how much support 
you need.  The vendor needs to provide input, 
of course.  But too many treasurers assume 
what the vendor suggests must be right, 
because they know this business.  Do not 
abdicate your project leadership in this way.  
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Here are a few areas to think about carefully: 

TThhee  DDeessiiggnn  SStteepp  – Design is like drawing the 
blueprint for a new house.  Good design 
considers all processes being implemented and 
how they can be improved.  Without this, you’ll 
replicate old processes you wanted to get away 
from.  Customization and work-arounds are 
also identified and sorted out in design.  The 
better your key stakeholder input and process 
specs, the more likely you’ll get the benefits 
you wanted.   

 On the other hand, inadequate design is a 
precursor to extra cost, delay, compromise, 
and disappointment.  Without good planning, 
you’ll face re-dos or a series of compromises 
on the fly.  Even small concessions can 
eventually erode your platform value.   

Citing similar implementations with other 
clients, vendors sometimes skip design and 
dive right in.  This can be seductive.  Or, they 
include design, but not enough time to do it 
thoroughly.  Design doesn’t have to be a long 
step but it’s critical:  don’t skip it, don’t cut it 
short.  Expect your vendor to participate in 
design but not to lead it.  

TThhee  BBuuiilldd  SStteepp  – This is the manual labor of 
implementation – the framing, plumbing and 
electrical of the new house.  It accounts for 
70-80% of overall implementation effort.   

Much data is uploadable, but that is easier 
said than done.  Your main database needs to 
be structured.  There are hundreds of fields to 
specify for banks, instruments, accounting 
entries, positions and transactions.  Workflows 
are set up and user authorities are established.  
Build also includes developing internal and 
external interfaces and reports.   

Bank connectivity is also an important element.  
Especially if you’re going for a new platform 
like SWIFT or changing banking structures, this 
cannot be overlooked.  

Build can take several months, depending on 
scope and resources. 

Vendors are rarely responsible for all of Build.  
Their bids normally include time to show your 
staff how it’s to be done; the lion’s share of the 
work is left to you.  If you don’t have adequate 
internal bandwidth for this, there are good 
outside alternatives (see Resources above). 

PPrroojjeecctt  MMaannaaggeemmeenntt  – This is the most 
important investment you can make.  Do this 
right and you will avoid implementation pain 
and disappointment.  As discussed above, your 
best choice is a PM who understands treasury, 
and has done many treasury implementations 
with demonstrated PM expertise. 

This is not a role for your software vendor.  The 
vendor wants to be gone long before the 
implementation concludes, and is not 
interested in managing all the parties with 
implementation roles.  If your vendor includes 
PM time in their estimate, it will be to manage 
their own resources and responsibilities, not 
the overall project. Your vendor has an 
important role, but it is not project 
management.  They should collaborate with 
the overall PM, and participate in regular 
project governance, but don’t look to them to 
lead the project. 

Treasury Strategies:  When You 
Need Outside Help 

The bottom line is this – it’s tough to get great 
results without some professional, external 
help.  The irony is that this will lead to the 
lowest overall cost to implement.   

The vendor will certainly carry some of the 
load, but recognize their limitations.  You may 
be tempted to project manage and staff the 
work internally, exclusively using treasury staff 
or IT resources.  Recognize the limitations of 
this as well.  Burnout, delays, re-dos, extra 
cost, and disappointment can result.   

Hiring the right conductor to manage and 
direct the orchestra is the key to success.   
That’s where we and our 30+ years of 
pertinent experience come in.  Give us a call. 
The totally satisfying end result will make you 
glad you did. 
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