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AGENDA

What we'll cover today

 01

02 

 

The University of Chicago Treasury Management Study

The Role of Technology for Government & Nonprofit Finance

Why modernization is a risk and succession strategy — not just an efficiency play.

What the first systematic empirical study of public sector treasury practice actually found.
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PART ONE

WHAT THE DATA SHOWS

The University of
Chicago Treasury
Management Study
The first systematic empirical study to connect treasury practice

with financial outcomes for American public sector organizations.
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THE STUDY
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University of Chicago

 

Professional
Associations

Draft · May 4, 2026

The first study of its kind

 “The first systematic empirical study to 
connect treasury practice with financial
outcomes for American public sector
organizations.”

 — Artis, Funkhouser & Marlowe (May 2026)

AUTHORED BY

COMMISSIONED BY STATUS

FACILITATEDBY
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METHODOLOGY

How the data was generated

 

S&P

128

4
 

6

Case studies

Survey responses Practice clusters

Yield data source

Kansas City · Atlanta · Wicomico County ·
Wauwatosa — the qualitative “why” behind
the numbers.

Treasury professionals across cities, counties,
state agencies, higher ed & school districts
(Feb–Jul 2025).

Outcome metrics and 2025 Q3 bond yields
(10-yr, 5% coupon GOs) sourced from S&P
Capital IQ.

Hierarchical clustering (Ward's linkage) on 8
survey items spanning policy, cadence, tech &
staffing.

U. Chicago Treasury Management Study · May 2026 05 / 38
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HYPOTHESES

 CONFIRMED  CONFIRMED

Two hypotheses — both confirmed

H1 H2

Formalization Hypothesis
Organizations with formal treasury practices — documented
policies, board oversight, regular audits — show stronger liquidity,
solvency, and revenue stability.

Borrowing Cost Hypothesis
Formal practices signal fiscal quality beyond what the credit rating
captures — translating into lower yields in the municipal bond
market.

✓ ✓

U. Chicago Treasury Management Study · May 2026 06 / 38
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CLUSTERS

N = 25 N = 74

Six profiles. Two tell the story.
 

100% conduct cash positioning DAILY

76% forecast daily

Practitioner-driven, high-intensity

Policies often internally established

Monthly reporting cadence

Internally established policies (70%)

Routine, scheduled treasury activity

The modal profile in the sample

Hierarchical clustering grouped the 128 respondents into six distinct treasury profiles. The primary comparison is between the two extremes — Leaders and the modal
Baseline.

CLUSTER 1

LEADERS

CLUSTER 5

BASELINE

U. Chicago Treasury Management Study · May 2026 08 / 38



TECHNOLOGY & STAFFING

Excel + retirements = institutional risk
THE SUCCESSION CLIFF

DebtBook

45%
cash management tool.

28.9% use third-party software · 14.1% use electronic banking systems.

U. Chicago Treasury Management Study · May 2026

of respondents have 15+ years of treasury experience —
concentrated expertise about to walk out the door.

have only 1–2 FTEs dedicated to treasury — one departure = a
quarter to half of the institutional knowledge.

expect to lose 1–2 treasury staff to retirement within the next
3 years.48%

29%

31%
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PRACTICE FINDINGS

39% forecast monthly; 12.5% rarely or never.

Nearly 3x the share that forecast daily. Positioning is
widespread.

Among active forecasters — longer horizons enable real cash
positioning.

Daily discipline separates the Leaders

cash position DAILY THE TAKEAWAY

38%

23%

55%
 

forecast DAILY

project a year or more out

Positioning is widespread.
Forecasting is not.

Cash positioning without forecasting is reactive. Daily forecasting

is the upstream discipline that makes everything downstream —

investment earnings, capital timing, liquidity safety — possible.

U.Chicago Treasury Management Study · May 2026 12 / 38
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POLICY ≠ PERFORMANCE

Adoption isn't the story
 

ADOPTION IS UNIVERSAL

87% 
have an investment policy

81% 
have a debt policy

80%
have a cash policy

Yet only 14–20% are annually audited.

Policies are nearly universal. Active governance is not—and that's where outcomes diverge.

Adoption is table stakes. Active discipline is what differentiates.

…AND YET

The most policy-rich cluster
underperforms.
Cluster 0 — ~63% have policies adopted by ordinance or resolution,
the highest governance tier. But 56% of them rarely or never forecast
— the authors call this "legitimacy signaling without active
management."

U. Chicago Treasury Management Study · May 2026 07 / 38



DebtBook
THE TWO GAPS

Excel as primary cash tool: 45.3%

Investment policy adoption: 86.8% · Annually audited: 19.9%

Where outcomes actually diverge

 01

02

Policy existence ≠ Policy governance

 

Technology adoption ≠ Technology governance

 Nearly half run treasury on Excel. Spreadsheets are technology, but they aren't infrastructure — no audit trail, no approval workflows, and a 

fragility tied to whichever individual built the model. Modernization is fundamentally a risk-management move.

80–87% have documented investment, debt, and cash policies. But only ~15–20% are annually audited. A policy last reviewed four years ago 

and never audited offers far less protection than one that is board-approved and actively reviewed.

U. Chicago Treasury Management Study · May 2026 14 / 38
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FINANCIAL OUTCOMES

Liquidity Index

Revenue Variance

Profitability Index

Days Cash on Hand

Times Interest Earned

Unassigned GFB / GF Exp. 33%

64.75

44.63

−1.33

0.17

209

40%

76.84

43.42

−5.17

0.18

210

7 pp

12.09

0.01

+3.84

+1.21

0.02 

0.04 

0.07 

0.38

0.31

0.89

Significantly stronger debt-service coverage.

Leaders assign reserves more deliberately — strategy, not
weakness.

Deliberate yield/liquidity tradeoff — investing within permitted
limits.

Leaders vs. Baseline — what the data shows
Metric Leaders Baseline Difference p-value HOW TO READ THIS

−

−

−

−1

★★

★★

★

TIE +3.84

Liquidity Index 

Unassigned GFB 

−12

−7 pp

★  ★★ p < 0.10·

U. Chicago Treasury Management Study · May 2026

p< 0.05. Sample: cities & counties. Source: Artis, Funkhouser & Marlowe (2026), Table 6.
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Directionally consistent; marginal significance.
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THE HEADLINE FINDING

10–15 bps
AAA AA+

−1 bp
Ceiling effect — already at the top.

−15 bps
Meaningful, statistically significant gap.

Source: 10-yr, 5% coupon GOs; mean bid yields, 2025 Q3, S&P Capital IQ. Cities & counties, N = 22.

 

AA

−10 bps

U. Chicago Treasury Management Study · May 2026 09 / 38
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CASE STUDIES

Kansas City, MO

Fitch AA Stable

Atlanta, GA

Aa1 / AAA / AA+

Wicomico Co., MD

Moody's / S&P AA+

Wauwatosa, WI

Moody's Aaa

Tammy Queen

SEVEN RECURRING THEMES

Courtney Knight Charles Schmechel John Ruggini

Four cities. Same operating reality.

1

5

2

6

3

7

4

“Treasury is the center of the
universe.”

Treasury as three businesses: debt,
daily cash, internal bank.

Sweep excess to interest-bearing
instruments — fast.

Levy limits mean treasury is one of
the only fiscal levers.

Treasury is the operating backbone

Constraints drive innovation

Daily positioning + forecasting is
the craft

Modernization reduces manual
vulnerability

Investment earnings are a real
capacity lever

KPIs are simple and
capacity-focused

Influence without authority is
universal

U. Chicago Treasury Management Study · May 2026 15 / 38
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PART TWO

TECHNOLOGY FOR THE GOVERNMENT AND NONPROFIT

How interconnected
data + AI scale
the practice.
From individual discipline to institutional capability.

The role of purpose-built TMS and AI in public finance.
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FROM PRACTICE TO PLATFORM

The practice is the answer.
The system is how it scales.

 THE STUDY SHOWED
Discipline produces outcomes.

THE STUDY ALSO SHOWED
Discipline is hard to scale on Excel.

Daily forecasting · Daily cash positioning

Active governance — not just adoption

10–15 bps below peer borrowing costs

45% run treasury on spreadsheets

48% face a retirement cliff in 3 years

31% of expertise has 15+ years tenure

Part Two · Technology for the Treasurer 17 / 38
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THE REALITY TODAY

Where treasury time actually goes
 

Year-end financial reporting · board packets ·
GASB compliance · audit prep.

Reconciliation · copy/paste across siloed systems
· chasing bank, ERP, and investment data.

Forecasting, scenario analysis, portfolio decisions
— the residual after everything else.

Most treasury teams spend the bulk of their hours assembling data and producing reports — leaving strategic capacity as the residual.

50%

30%

20%
Part Two · Technology for the Treasurer

Strategic work

Data assembly

Reporting & disclosure

50% of treasury time

30% of treasury time

20% of treasury time

18 / 38
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WHAT AI CHANGES

But there's a critical distinction inside the word "AI" that public finance has to get right.

Every job in the finance office is about to change.

Substantial
Productivity gains

Eliminated
Data entry

Easier
& far more powerful

Routine work — reconciliation, report
drafting, data lookups — collapses to
seconds.

Software ingests, normalizes, and
writes back to systems of record
automatically.

Natural language replaces clicks.
Complex analysis becomes a
conversation.

Part Two · Technology for the Treasurer 19 / 38
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THE DISTINCTION

Two kinds of systems. They behave very differently.

DETERMINISTIC PROBABILISTIC

Same input.
Same output. Every time.

 

Same input.
Statistically likely output.

 Repeatable, verifiable outcome and process

Auditable end-to-end — you can show your work 

Not repeatable —outputs vary across runs

A "black box" — confident answers, unclear reasoning

Examples: most generative AI models today

Part Two · Technology for the Treasurer 20 / 38

Examples: debt service calculation, payroll step, GASB
schedule



DebtBook

THE RISK

A probabilistic system
confidently predicting
the wrong answer
poses substantial risk
for finance teams.
Public finance demands audit trails. Compliance requires repeatable answers.

"Usually right" is a board issue. "Confidently wrong" is a rating issue.



DebtBook
OUR THESIS

Public finance needs
purpose-built AI on top of
purpose-built, audited business logic.

THE FORMULA

A probabilistic intelligence layer
that uses deterministic business logic
to produce the right answer every time.

Part Two · Technology for the Treasurer 22 / 38
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THE ARCHITECTURE

Probabilistic intelligence wrapped between two deterministic layers — so every output is verifiable and every action is auditable.

Three layers. One TMS.

3

2

1
 

DETERMINISTIC ACTION LAYER

DETERMINISTIC SYSTEM OF RECORD

PROBABILISTIC INTELLIGENCE LAYER

Part Two · Technology for the Treasurer 23 / 38
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WHAT THIS UNLOCKS

Six outcomes that change the treasurer's day.

Cash & investments
optimized

Payments & transfers
secured

Financing strategies
strengthened

Stakeholders informed Team motivated &
empowered

Compliance gaps closed

Lower fraud risk in the operational
stack.

Higher investment return on existing
dollars.

Lower debt cost across the program.

Information at your fingertips, in real
time.

Operational drudgery off the plate.

Caught before they become violations.

Part Two · Technology for the Treasurer 24 / 38

1 2 3

4 5 6
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THE SUCCESSION ANSWER

Modernization is institutional continuity.

45%
THE TAKEAWAY

48% 
face a retirement cliff in 3 years

31% 
of expertise has 15+ years tenure

When the logic lives in the system, the practice survives turnover.

 

Modernization isn't just a productivity play—it's how a treasury function preserves institutional knowledge when its most experienced people retire. The 

institution stops walking out the door.

Part Two · Technology for the Treasurer 25 / 38
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SECTION CLOSE

AI doesn't eliminate
the treasury profession.
It shifts the work from operational to strategic — and accelerates the
impact every public dollar can have.

Part Two · Technology for the Treasurer 26 / 38
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THE SYSTEM-LEVEL THESIS

Issuer · Advisor · Dealer · Investor — one shared data layer, three product surfaces, one mission.

01
Stronger treasury

02
Richer data

03
Better execution

04
Lower borrowing
cost

    Daily discipline, active governance,
modern systems

Audited, continuous, machine-ready,
permissioned

Counter parties show up with the right
answer

At scale—across the market, not just 
elite issuers

The 10–15 bps from Section 1 stops being the prize for elite practitioners — and
becomes the ceiling everyone moves toward when data flows.

DebtBook is becoming the connective tissue of public finance.
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THE BOTTOM LINE

Treasury management is a
strategic lever of
fiscal sustainability.

 10–15 bps
compounds

 

Discipline beats
sophistication

 

Modernization is
riskmanagement

 Adurable borrowing-cost advantage that accrues over
successive issuances.

Daily positioning, daily forecasting, and governance —
not exotic tooling — drive outcomes.

Excel + retirements is a fragility. Purpose-built systems 
make outcomes survive turnover.
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THE BOTTOM LINE

Infrastructure & data connectivity is
coming. Better outcomes will be
achieved.

 10–15 bps
compounds

 

Discipline beats
sophistication

 

Modernization is
risk management

 A durable borrowing-cost advantage that accrues over
successive issuances.

Daily positioning, daily forecasting, and governance —
not exotic tooling — drive outcomes.

Excel + retirementsisa fragility. Purpose-built systems 
make outcomes survive turnover.


	DebtBook
	NEW ENGLAND STATES GOVERNMENT FINANCE OFFICERS ASSOCIATION · SEPTEMBER 2026

	The Price of Treasury Discipline: New Research on Borrowing Costs and AI
	Findings from the University of Chicago Treasury Management Study
	Tyler Traudt
	DebtBook
	AGENDA


	What we'll cover today

	01 02
	The University of Chicago Treasury Management Study
	What the first systematic empirical study of public sector treasury practice actually found.

	The Role of Technology for Government & Nonprofit Finance
	Why modernization is a risk and succession strategy — not just an efficiency play.

	DebtBook
	PART ONE


	The University of Chicago Treasury
	Management Study
	The first systematic empirical study to connect treasury practice
	with financial outcomes for American public sector organizations.
	DebtBook
	THE STUDY


	The first study of its kind
	“The first systematic empirical study to
	connect treasury practice with financial outcomes for American public sector organizations.”
	— Artis, Funkhouser & Marlowe (May 2026)
	University of Chicago
	Professional Associations
	DebtBook
	Draft · May 4, 2026
	DebtBook
	METHODOLOGY

	How the data was generated
	Survey responses



	128 4
	Case studies
	Practice clusters
	S&P
	Yield data source
	DebtBook
	HYPOTHESES



	Two hypotheses — both confirmed
	H1
	Formalization Hypothesis
	Organizations with formal treasury practices — documented policies, board oversight, regular audits — show stronger liquidity, solvency, and revenue stability.
	CONFIRMED

	H2

	Borrowing Cost Hypothesis
	Formal practices signal fiscal quality beyond what the credit rating captures — translating into lower yields in the municipal bond market.
	CONFIRMED
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	Six profiles. Two tell the story.
	Hierarchical clustering grouped the 128 respondents into six distinct treasury profiles. The primary comparison is between the two extremes — Leaders and the modal Baseline.
	CLUSTER 1



	LEADERS
	100% conduct cash positioning DAILY
	76% forecast daily
	Practitioner-driven, high-intensity
	Policies often internally established
	N = 25
	CLUSTER 5



	BASELINE
	Monthly reporting cadence
	Internally established policies (70%)
	Routine, scheduled treasury activity
	The modal profile in the sample
	N = 74
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	TECHNOLOGY & STAFFING

	Excel + retirements = institutional risk

	45%
	cash management tool.
	THE SUCCESSION CLIFF

	48% 29% 31%
	expect to lose 1–2 treasury staff to retirement within the next 3 years.
	have only 1–2 FTEs dedicated to treasury — one departure = a quarter to half of the institutional knowledge.
	of respondents have 15+ years of treasury experience — concentrated expertise about to walk out the door.
	DebtBook
	PRACTICE FINDINGS



	Daily discipline separates the Leaders
	38% 23% 55%
	cash position DAILY
	forecast DAILY
	project a year or more out
	THE TAKEAWAY

	Positioning is widespread. Forecasting is not.
	Cash positioning without forecasting is reactive. Daily forecasting is the upstream discipline that makes everything downstream — investment earnings, capital timing, liquidity safety — possible.
	DebtBook
	POLICY ≠ PERFORMANCE



	Adoption isn't the story
	Policies are nearly universal. Active governance is not—and that's where outcomes diverge.
	ADOPTION IS UNIVERSAL


	87%
	81%
	80%
	Yet only 14–20% are annually audited.
	…AND YET

	The most policy-rich cluster underperforms.
	Adoption is table stakes. Active discipline is what differentiates.
	DebtBook
	THE TWO GAPS



	Where outcomes actually diverge
	Policy existence ≠ Policy governance
	80–87% have documented investment, debt, and cash policies. But only ~15–20% are annually audited. A policy last reviewed four years ago
	and never audited offers far less protection than one that is board-approved and actively reviewed.
	Investment policy adoption: 86.8% · Annually audited: 19.9%


	Technology adoption ≠ Technology governance
	Nearly half run treasury on Excel. Spreadsheets are technology, but they aren't infrastructure — no audit trail, no approval workflows, and a
	fragility tied to whichever individual built the model. Modernization is fundamentally a risk-management move.
	Excel as primary cash tool: 45.3%
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	FINANCIAL OUTCOMES


	Leaders vs. Baseline — what the data shows
	Metric
	Times Interest Earned
	Unassigned GFB / GF Exp.
	Liquidity Index
	Profitability Index
	Revenue Variance
	Days Cash on Hand
	Leaders
	−1.33
	33%
	64.75
	44.63
	0.17
	209
	Baseline

	−5.17
	40%
	76.84
	43.42
	0.18
	210
	Difference

	+3.84
	7 pp
	12.09
	+1.21
	0.01
	−1
	p-value


	0.02
	0.04
	0.07
	0.38
	0.31
	0.89
	HOW TO READ THIS
	TIE +3.84
	Significantly stronger debt-service coverage.
	Unassigned GFB
	−7 pp
	Leaders assign reserves more deliberately — strategy, not weakness.

	Liquidity Index
	−12
	Deliberate yield/liquidity tradeoff — investing within permitted limits.
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	10–15 bps
	AAA
	−1 bp
	Ceiling effect — already at the top.
	AA+

	−15 bps
	Meaningful, statistically significant gap.
	AA

	−10 bps
	Directionally consistent; marginal significance.
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	Four cities. Same operating reality.
	Kansas City, MO
	Fitch AA Stable
	Tammy Queen
	“Treasury is the center of the universe.”

	Atlanta, GA
	Aa1 / AAA / AA+
	Courtney Knight
	Treasury as three businesses: debt, daily cash, internal bank.

	Wicomico Co., MD
	Moody's / S&P AA+
	Charles Schmechel
	Sweep excess to interest-bearing instruments — fast.

	Wauwatosa, WI
	Moody's Aaa
	John Ruggini
	Levy limits mean treasury is one of the only fiscal levers.
	SEVEN RECURRING THEMES
	Treasury is the operating backbone
	Daily positioning + forecasting is the craft
	Investment earnings are a real capacity lever
	Influence without authority is universal
	Constraints drive innovation
	Modernization reduces manual vulnerability
	KPIs are simple and capacity-focused
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	PART TWO


	How interconnected data + AI scale
	the practice.
	From individual discipline to institutional capability.
	The role of purpose-built TMS and AI in public finance.
	DebtBook
	FROM PRACTICE TO PLATFORM



	The practice is the answer. The system is how it scales.
	THE STUDY SHOWED
	Discipline produces outcomes.
	Daily forecasting · Daily cash positioning Active governance — not just adoption 10–15 bps below peer borrowing costs


	THE STUDY ALSO SHOWED
	Discipline is hard to scale on Excel.
	45% run treasury on spreadsheets 48% face a retirement cliff in 3 years 31% of expertise has 15+ years tenure
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	THE REALITY TODAY


	Where treasury time actually goes
	Most treasury teams spend the bulk of their hours assembling data and producing reports — leaving strategic capacity as the residual.
	Data assembly
	50% of treasury time
	Reconciliation · copy/paste across siloed systems · chasing bank, ERP, and investment data.


	50% 30% 20%
	Reporting & disclosure
	30% of treasury time
	Year-end financial reporting · board packets · GASB compliance · audit prep.

	Strategic work
	20% of treasury time
	Forecasting, scenario analysis, portfolio decisions — the residual after everything else.
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	WHAT AI CHANGES


	Every job in the finance office is about to change.
	Substantial
	Productivity gains
	Routine work — reconciliation, report drafting, data lookups — collapses to seconds.

	Eliminated
	Data entry
	Software ingests, normalizes, and writes back to systems of record automatically.

	Easier
	& far more powerful
	Natural language replaces clicks. Complex analysis becomes a conversation.
	But there's a critical distinction inside the word "AI" that public finance has to get right.
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	THE DISTINCTION



	Two kinds of systems. They behave very differently.
	DETERMINISTIC
	Same input.
	Same output. Every time.
	Repeatable, verifiable outcome and process
	Auditable end-to-end — you can show your work
	Examples: debt service calculation, payroll step, GASB schedule
	PROBABILISTIC

	Same input.
	Statistically likely output.
	Not repeatable —outputs vary across runs
	A "black box" — confident answers, unclear reasoning
	Examples: most generative AI models today

	DebtBook

	A probabilistic system confidently predicting the wrong answer poses substantial risk for finance teams.
	Public finance demands audit trails. Compliance requires repeatable answers. "Usually right" is a board issue. "Confidently wrong" is a rating issue.
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	OUR THESIS


	Public finance needs
	purpose-built AI on top of purpose-built, audited business logic.
	THE FORMULA
	A probabilistic intelligence layer
	that uses deterministic business logic
	to produce the right answer every time.
	DebtBook
	THE ARCHITECTURE


	Three layers. One TMS.

	3 2 1
	DETERMINISTIC ACTION LAYER
	PROBABILISTIC INTELLIGENCE LAYER
	DETERMINISTIC SYSTEM OF RECORD
	Probabilistic intelligence wrapped between two deterministic layers — so every output is verifiable and every action is auditable.
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	WHAT THIS UNLOCKS


	Six outcomes that change the treasurer's day.
	Cash & investments optimized
	Higher investment return on existing dollars.

	Financing strategies strengthened
	Lower debt cost across the program.

	Compliance gaps closed
	Caught before they become violations.

	Payments & transfers secured
	Lower fraud risk in the operational stack.

	Stakeholders informed
	Information at your fingertips, in real time.

	Team motivated & empowered
	Operational drudgery off the plate.
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	THE SUCCESSION ANSWER



	Modernization is institutional continuity.
	48%
	face a retirement cliff in 3 years

	31%
	of expertise has 15+ years tenure

	45%
	THE TAKEAWAY
	When the logic lives in the system, the practice survives turnover.
	Modernization isn't just a productivity play—it's how a treasury function preserves institutional knowledge when its most experienced people retire. The
	institution stops walking out the door.
	DebtBook
	SECTION CLOSE



	AI doesn't eliminate
	the treasury profession.
	It shifts the work from operational to strategic — and accelerates the impact every public dollar can have.
	DebtBook
	THE SYSTEM-LEVEL THESIS


	01
	Stronger treasury

	02
	Richer data

	03
	Better execution

	04
	Lower borrowing cost

	The 10–15 bps from Section 1 stops being the prize for elite practitioners — and becomes the ceiling everyone moves toward when data flows.
	DebtBook is becoming the connective tissue of public finance.
	Issuer · Advisor · Dealer · Investor — one shared data layer, three product surfaces, one mission.
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	THE BOTTOM LINE


	Treasury management is a strategic lever of
	fiscal sustainability.
	10–15 bps compounds
	Discipline beats sophistication
	Modernization is riskmanagement
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	THE BOTTOM LINE


	Infrastructure & data connectivity is coming. Better outcomes will be achieved.
	10–15 bps compounds
	Discipline beats sophistication
	Modernization is risk management


