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CORPORATE TREASURY OPTIMIZATION AND DEBT SUSTAINABILITY
STRATEGIES IN SAUDI INDUSTRIAL SECTORS UNDER VISION 2030

OTIMIZACAO DA TESOURARIA CORPORATIVA E ESTRATEGIAS DE
SUSTENTABILIDADE DA DI'VIDA NOS SETORES INDUSTRIAIS DA ARABIA
SAUDITA NO AMBITO DA VISAO 2030

Abstract

Saudi Arabia’s industrial transformation under
Vision 2030 is changing the financial
responsibilities of industrial firms. Large capital
programs, localization targets, export
development, energy transition commitments,
supply-chain expansion, and deeper domestic
capital markets require corporate treasury
functions to move beyond transactional cash
administration toward integrated liquidity,
funding, risk, and governance leadership. This
review develops a corporate treasury
optimization and debt sustainability framework
for Saudi industrial sectors, with attention to
petrochemicals, energy-intensive manufacturing,
mining, logistics-linked  production, food
processing, and advanced materials. A structured
narrative review of policy reports, market
sources, treasury surveys, sustainability-finance
standards, and relevant finance literature
published mainly between 2020 and 2026 is used
to identify how cash visibility, working-capital
release, debt maturity management, sukuk and
bond market access, hedging discipline,
sustainability-linked financing, and data-enabled
decision systems can support financial resilience.
The paper argues that firm-level debt
sustainability is not a single leverage ratio; it is a
governance condition in which borrowing
maturity, currency exposure, profit-rate risk,
liquidity runway, project cash-flow certainty,

covenant discipline, and capital-allocation
quality remain consistent with long-term
industrial  competitiveness. The proposed

framework is organized around four phases:
Diagnose, Optimize, Finance, and Sustain. It
links treasury practices to Vision 2030 outcomes
by showing how disciplined financial
management can strengthen non-oil investment,
investor confidence, local supply chains, private-
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Resumo

A transformacéo industrial da Arabia Saudita
no ambito da *Vision 2030* esta alterando as
responsabilidades financeiras das empresas
industriais. Grandes programas de capital,
metas de localizagdo, desenvolvimento de
exportacbes, compromissos de transicao
energética, expansao da cadeia de suprimentos
e mercados de capitais domesticos mais
profundos exigem que as fun¢Bes de tesouraria
corporativa transcendam a administracéo
transacional de caixa em direcdo a uma
lideranga integrada em liquidez, financiamento,
risco e governanga. Esta analise desenvolve
uma estrutura para a otimizacdo da tesouraria
corporativa e a sustentabilidade da divida nos
setores industriais sauditas, com foco em
petroquimica, manufatura intensiva em energia,
mineragdo, producdo vinculada & logistica,
processamento de alimentos e materiais
avangados. Utiliza-se uma revisdo narrativa
estruturada de relatérios de politicas, fontes de
mercado, pesquisas sobre tesouraria, padrdes
de financiamento sustentavel e literatura
financeira relevante — publicada
principalmente entre 2020 e 2026 — para
identificar como a visibilidade de caixa, a
liberacdo de capital de giro, a gestdo do
vencimento da divida, o acesso aos mercados de
*sukuk* e titulos (*bonds*), a disciplina de
*hedging*, o financiamento vinculado a
sustentabilidade e os sistemas de decisdo
baseados em dados podem apoiar a resiliéncia
financeira. O artigo argumenta que a
sustentabilidade da divida em nivel empresarial
ndo se resume a um Unico indice de
alavancagem; trata-se de uma condi¢cdo de
governanga na qual o vencimento do
endividamento, a exposicéo cambial, o risco de
taxa de lucro, a margem de liquidez (*liquidity
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sector productivity, and sustainable industrial
growth.
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runway*), a previsibilidade do fluxo de caixa do
projeto, a disciplina quanto a clausulas
restritivas (*covenants*) e a qualidade da
alocacdo de capital permanecem consistentes
com a competitividade industrial de longo
prazo. A estrutura proposta organiza-se em
quatro fases: Diagnosticar, Otimizar, Financiar
e Sustentar. Ela vincula as praticas de
tesouraria aos resultados da *Vision 2030%*,

demonstrando como uma gestdo financeira
disciplinada pode fortalecer o investimento néo
petrolifero, a confianca dos investidores, as
cadeias de suprimentos locais, a produtividade
do setor privado e o crescimento industrial
sustentavel.

Palavras-chave: Otimizacdo da Tesouraria
Corporativa. Sustentabilidade da Divida.
*Vision 2030* da Arabia Saudita. Finangas
Industriais. Gestdo de Liquidez. Capital de Giro.
*Sukuk*. Mercados de Titulos. Financas ESG.
Resiliéncia  Financeira.  Governanga de
Tesouraria.

1 INTRODUCTION

Vision 2030 has expanded the strategic role of industrial companies in Saudi
Arabia’s economic diversification agenda. The program emphasizes private-sector
growth, domestic value creation, non-oil exports, investment attraction, industrial
localization, and the development of globally competitive sectors [1]. The National
Industrial Strategy reinforces this direction by targeting a more resilient and diversified
industrial base that can support advanced manufacturing, mining, petrochemicals, food
security, logistics integration, and technology-enabled production [2]. These ambitions
create a major financing challenge. Industrial growth requires long-life assets, imported
equipment, construction outlays, utilities, inventories, guarantees, and working capital
that may be committed long before stable operating cash flows are generated.

In this environment, corporate treasury becomes a strategic capability rather than
a back-office function. Treasury teams are responsible for liquidity visibility, cash
forecasting, bank relationships, debt structuring, covenant monitoring, capital-market
readiness, and financial risk control. Global treasury surveys show that cash efficiency,

automation, forecasting, bank connectivity, working-capital discipline, and risk
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management are now central priorities for finance leaders [11-13]. For Saudi industrial
firms, these capabilities are directly connected to the ability to fund expansion while
maintaining resilience in periods of commodity-price volatility, interest-rate movement,
supply-chain disruption, and project delay.

Debt sustainability is equally important. At the sovereign level, debt sustainability
often refers to the state’s ability to service public obligations without undermining
macroeconomic stability. At the firm level, however, the concept must be translated into
operating cash flow, capital expenditure needs, covenant headroom, maturity profile,
refinancing access, currency mix, profit-rate exposure, and the quality of capital
allocation. A company with apparently moderate leverage can still be financially fragile
if its debt matures before project cash flows mature, if foreign-currency liabilities are
unhedged, if supplier payments are stretched beyond sustainable limits, or if inventory
absorbs excessive cash. Conversely, a firm with higher leverage may remain sustainable
if borrowing is matched to asset life, cash forecasts are reliable, covenants are monitored,
liquidity reserves are adequate, and debt proceeds are directed toward projects with
credible cash-flow evidence.

Saudi Arabia’s financial system is also evolving. The Financial Sector
Development Program aims to deepen capital markets, expand financing options, and
support private-sector investment [3]. Domestic sukuk and bond platforms, regulatory
improvements, and growing institutional participation provide firms with alternatives to
exclusive reliance on bank lending [5-7]. The IMF’s 2025 Article IV Consultation also
highlights the Kingdom’s strong reform momentum, resilience, and the continuing
importance of non-oil activity in the growth outlook [8]. For industrial firms, these
conditions create opportunities to diversify funding sources, but they also increase the
need for stronger treasury governance, investor disclosure, credit discipline, and
sustainability reporting.

This paper addresses the following review question: how can Saudi industrial
firms optimize corporate treasury practices and maintain debt sustainability while
supporting Vision 2030 industrial objectives? The contribution is practical and
conceptual. It synthesizes recent policy, treasury, capital-market, and sustainability-
finance sources into a structured framework that links treasury choices to industrial

resilience and national economic transformation. It also provides two tables and two
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graphical representations to support implementation by finance leaders, treasurers,

executives, lenders, and policymakers.
2 STUDY AIM, OBJECTIVES AND METHODOLOGY

The aim of this study is to develop a review-based framework for corporate
treasury optimization and debt sustainability in Saudi industrial sectors under Vision
2030. The first objective is to identify treasury practices that are most relevant to capital-
intensive industrial firms. The second objective is to analyze how cash forecasting,
liquidity buffers, receivables, inventory, payables, and cash conversion influence
financing needs. The third objective is to define debt sustainability at firm level through
leverage, coverage, maturity, refinancing, covenant, currency, and rate-risk indicators.
The fourth objective is to assess how domestic sukuk, bond markets, bank facilities,
export-credit support, and sustainability-linked finance can diversify funding options.
The fifth objective is to connect treasury optimization to Vision 2030 outcomes, including
private-sector growth, non-oil exports, localization, investor confidence, resource
efficiency, and sustainable industrial development. The sixth objective is to propose a
phased model that firms can adapt to their scale, ownership structure, maturity, and risk
profile.

A structured narrative review method was adopted because the paper seeks to
build a managerial framework rather than conduct econometric testing. Sources were
selected from four categories: Saudi policy and market documents, international financial
institutions, corporate treasury and working-capital surveys, and sustainability-finance
standards. The review window focused mainly on 2020-2026, with preference given to
recent official documents and professional sources relevant to treasury practice. Materials
were screened for relevance to liquidity management, working capital, capital structure,
debt markets, sukuk, sustainable finance, financial risk management, and industrial
development. The selected literature was then coded into seven themes: liquidity
visibility, working-capital discipline, funding diversification, debt sustainability metrics,
financial risk control, ESG-linked financing, and treasury technology.

The review uses a pragmatic synthesis approach. Instead of treating treasury

optimization as a purely technical finance issue, it is analyzed as a governance capability
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that connects operational planning, financing strategy, capital markets, and stakeholder
confidence. This approach is appropriate for Saudi industrial sectors because financing
decisions are influenced by project life cycles, government-led development programs,
localization targets, Islamic finance instruments, commodity exposure, imported
equipment, and sustainability expectations. The resulting framework is organized into
four implementation phases: Diagnose, Optimize, Finance, and Sustain.

3 SAUDI INDUSTRIAL AND FINANCIAL CONTEXT

Saudi industrial firms operate within a transformation agenda that combines large-
scale domestic investment with deeper integration into global value chains. Vision 2030
identifies economic diversification and private-sector participation as central pillars of
national development [1]. The National Industrial Strategy further positions the industrial
sector as a platform for resilience, competitiveness, advanced production, and export
expansion [2]. These policy objectives are highly capital intensive. Petrochemical
complexes, mining projects, metals production, food-processing plants, renewable-
energy supply chains, logistics corridors, and advanced materials facilities require long
investment horizons and careful funding structures. They also require treasuries to
understand operational cash drivers, not merely bank balances.

The financial context is changing alongside the industrial agenda. The Financial
Sector Development Program supports a broader financial ecosystem that can mobilize
savings, deepen capital markets, and expand financing channels for the private sector [3].
The National Debt Management Center’s annual borrowing plans, while focused on
sovereign financing, also contribute to benchmark yield curves and market infrastructure
that influence broader domestic debt-market development [4]. Saudi Exchange sukuk and
bond market services improve transparency and trading access for fixed-income
instruments [5]. CMA and SAMA reports also indicate continued development of capital-
market supervision, banking-sector resilience, and financial stability [6,7]. These
developments matter for industrial companies because they create conditions for longer-
tenor funding, institutional investor participation, and improved debt-market visibility.

However, access to broader funding options does not automatically improve debt

sustainability. Firms must be prepared to meet lender and investor expectations. This

_ Veredas do Direito, v.23, 236915 — 2026




CORPORATE TREASURY OPTIMIZATION AND DEBT SUSTAINABILITY STRATEGIES IN SAUDI INDUSTRIAL SECTORS UNDER VISION 2030

preparation includes audited financial information, credible business plans, cash-flow
forecasts, covenant discipline, rating readiness, transparent risk reporting, and
governance structures that can survive stress conditions. Rating agencies and market
commentators have linked Saudi debt-market growth to Vision 2030 and economic
diversification, but they also emphasize execution discipline and the need for market
confidence [9,10]. Thus, treasury teams should treat the evolving capital market as an
opportunity that requires readiness, not as a substitute for internal financial control.
Industrial firms also face sector-specific risks. Petrochemical firms are exposed to
feedstock, product-price, foreign-currency, and export-market cycles. Mining firms face
development risk, infrastructure needs, environmental controls, and long payback
periods. Food-processing companies are sensitive to inventory quality, imported inputs,
temperature-controlled logistics, and receivables. Advanced manufacturing firms may
require imported machinery, specialized suppliers, and high research intensity. These
differences mean that treasury optimization cannot rely on a single template. A common
governance architecture is needed, but metrics and risk thresholds must be adapted to

each sector’s cash-flow pattern.
4 CORPORATE TREASURY AS A STRATEGIC INDUSTRIAL CAPABILITY

Treasury performance in industrial firms depends on the ability to translate
operational realities into financial decisions. A company may report accounting profit
while cash remains trapped in inventory, delayed receivables, project retentions, advance
payments, or restricted accounts. Treasury therefore needs timely data from sales,
procurement, production planning, project controls, logistics, legal, tax, and enterprise
resource planning systems. Global treasury evidence shows that leading treasury
functions increasingly use automation, centralized payment models, real-time liquidity
tools, and Al-enhanced forecasting to support decision-making [11]. Professional
treasury literature also emphasizes debt governance, liquidity planning, and the
treasurer’s role in strategic funding decisions [12].

The first building block is liquidity visibility. Industrial groups often operate
through multiple subsidiaries, project accounts, bank relationships, currencies, and

facilities. Without a consolidated view of cash, management may hold excess cash in one
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entity while borrowing unnecessarily in another. A daily liquidity dashboard should
include available cash, restricted cash, committed undrawn facilities, short-term
investments, facility usage, covenant dates, debt maturities, and material expected inflows
and outflows. This visibility enables faster decisions when project costs increase,
customers delay payment, or banks adjust credit terms.

The second building block is cash forecasting. Rolling forecasts should
distinguish between operating cash, project cash, financing cash, tax payments, payroll,
inventory purchases, debt service, dividends, and capital expenditure. A short-term
forecast, such as a thirteen-week view, supports immediate liquidity decisions, while a
twelve-month or multi-year forecast supports funding and capital allocation. Forecasts
should not be judged only by whether every number is exact. Their deeper purpose is to
identify risks early enough for management to negotiate customer collections, adjust
procurement timing, secure committed facilities, or modify capital expenditure before
liquidity becomes constrained.

The third building block is working-capital governance. Receivables, inventory,
and payables are not merely accounting balances; they represent cash either released into
the business or locked inside operations. Working-capital studies consistently show that
cash efficiency can materially influence corporate resilience and funding needs [22,23].
Treasury cannot optimize the cash conversion cycle alone. Sales teams influence payment
terms and dispute management, operations influence inventory, procurement influences
supplier terms, and finance coordinates policy and reporting. The treasury role is to
convert these operational choices into visible cash consequences.

The fourth building block is funding architecture. Industrial firms require a mix
of instruments, including overdrafts, revolving credit facilities, bilateral loans, syndicated
loans, project finance, export-credit agency support, sukuk, bonds, leasing, and
sustainability-linked financing. The maturity and flexibility of each instrument should
match the use of proceeds. Short-term debt is unsuitable for long-life assets unless
supported by clear refinancing plans and liquidity reserves. Long-tenor funding may be
inefficient for temporary working-capital needs. The treasury function must design a
capital structure that is resilient, cost-effective, and aligned with project cash-flow

maturity.
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The fifth building block is financial risk control. Floating-rate debt, foreign-
currency purchases, export receipts, commodity inputs, and refinancing concentration can
materially affect project economics. Hedging should be governed by board-approved
policies, exposure measurement, counterparty limits, hedge effectiveness assessment, and
reporting discipline. The purpose is not speculative gain; it is the reduction of cash-flow
uncertainty that could undermine debt service or project returns. In a period of volatile
global rates and exchange-rate pressures, industrial treasuries need disciplined policies

supported by scenario analysis and audit oversight [13,14].
5 DEBT SUSTAINABILITY STRATEGIES FOR INDUSTRIAL FIRMS

Debt sustainability for industrial firms should be understood as a multi-
dimensional governance condition. A single leverage ratio such as net debt to EBITDA
is useful but insufficient. EBITDA may be volatile, newly commissioned projects may
not yet generate earnings, and maintenance capital expenditure can consume cash even
when profit appears healthy. A more balanced assessment includes interest cover, funds
from operations to debt, operating cash flow after working-capital movement, committed
liquidity, debt maturity ladder, refinancing concentration, fixed-floating mix, currency
exposure, covenant headroom, and project-level cash-flow certainty.

The first strategy is maturity matching. Long-life assets should generally be
funded by long-tenor instruments or by financing structures that clearly bridge
construction, ramp-up, and operating phases. If a firm finances long-term equipment
through short-term facilities, it may face a refinancing cliff before the asset generates
stable cash. This risk is particularly relevant in industrial expansion because construction
delays, commissioning challenges, regulatory approvals, and customer onboarding can
postpone cash inflows.

The second strategy is a refinancing ladder. Firms should avoid allowing a large
share of debt to mature in a narrow time window. A maturity ladder spreads refinancing
requirements across years, reducing exposure to unfavorable market windows. The
importance of this discipline increases when domestic markets are expanding but still

subject to rate, liquidity, and investor-sentiment cycles. Saudi debt-market growth creates
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opportunities for issuers, but sustainable access requires credible communication and
avoidance of excessive refinancing concentration [9,10].

The third strategy is liquidity reserve design. A sustainable debt profile requires
cash and committed lines sufficient to cover operating expenses, debt service, and stress
events. Stress scenarios should include delayed customer payment, inventory
accumulation, lower margins, project cost overruns, supply disruption, higher funding
costs, and covenant tightening. Minimum liquidity should be defined by the board or
finance committee and monitored regularly. The AFP liquidity survey and treasury-
practice literature emphasize the importance of maintaining visibility over cash and
committed facilities under uncertainty [13].

The fourth strategy is capital-allocation discipline. Borrowing should be linked to
projects with credible demand evidence, technical feasibility, cost control, risk allocation,
and sensitivity analysis. Treasury should participate early in investment decisions, not
only after a project has been approved. A project that appears profitable on an accounting
basis may be unsuitable for debt financing if cash flows are back-ended, contracts are
weak, input prices are volatile, or working-capital needs are underestimated. Capital
allocation should therefore integrate finance, operations, commercial, and risk-
management perspectives.

The fifth strategy is covenant and rating discipline. Even firms that are not public
issuers benefit from maintaining internal rating-style metrics. Covenant headroom should
be monitored before it becomes a compliance problem. Management should know how
downside scenarios affect leverage, coverage, and liquidity. Regular lender updates can
also improve trust, particularly during periods of investment expansion. The broader goal
is to build a credit story that is credible to banks, sukuk investors, bondholders, suppliers,
and shareholders.

The sixth strategy is risk-adjusted liability management. Firms may need to
refinance, amend, prepay, extend, or rebalance liabilities as market conditions and project
performance change. Liability management can improve resilience if it is planned; it can
damage confidence if used only as a last-minute response to stress. Treasury teams should
therefore maintain an annual funding plan, identify refinancing windows, evaluate fixed

versus floating exposure, and assess the benefits of sukuk, bonds, bank facilities, or
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export-credit structures based on tenor, covenant flexibility, currency, and investor
appetite [4-7].

6 WORKING CAPITAL, CASH CONVERSION AND LIQUIDITY
OPTIMIZATION

Working capital is often the lowest-cost source of financing available to an
industrial firm, but it is also one of the most difficult to manage because ownership is
distributed across departments. Receivables are influenced by sales contracts, customer
behavior, documentation quality, dispute resolution, and collection routines. Inventory is
influenced by demand planning, import lead times, maintenance strategy, safety stock,
minimum order quantities, and production scheduling. Payables are influenced by
procurement policy, supplier strength, localization goals, and ethical payment discipline.
Treasury optimization requires these functions to work from a shared cash agenda.

Receivables management should begin with customer segmentation. Strategic
customers, government-related entities, export customers, and smaller private buyers may
have different payment behaviors and documentation requirements. Treasury and credit
teams should track days sales outstanding, overdue balances, invoice-level forecast
accuracy, dispute reasons, retention amounts, and concentration risk. Sales incentives
should not reward revenue while ignoring collection quality. In industrial sectors, a high
order book can become a liquidity problem if payment milestones and documentary
requirements are not enforced.

Inventory optimization should distinguish necessary resilience from avoidable
cash lock-up. Industrial firms often maintain high inventory because imported inputs have
long lead times, spare parts are critical, or supply chains are exposed to disruptions.
However, excessive inventory increases financing needs, insurance costs, storage costs,
obsolescence risk, and working-capital pressure. Treasury should support operations by
quantifying the cost of inventory in cash terms. This does not mean reducing safety stock
blindly. It means identifying whether forecasting, supplier collaboration, digital planning,
local sourcing, or contract redesign can reduce cash tied up in stock without damaging

operational continuity.
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Payables management requires balance. Extending supplier payment terms may
improve buyer liquidity, but aggressive delays can weaken suppliers and conflict with
localization objectives. Supply-chain finance can be beneficial when it gives suppliers
earlier access to cash while allowing buyers to maintain agreed payment terms. However,
programs must be assessed for total cost, accounting treatment, supplier impact, bank
concentration, and transparency. Working-capital reports from major financial
institutions emphasize that cash-release programs are most effective when they are
embedded in operating processes rather than treated as isolated finance projects [22-24].

Cash pooling, in-house banking, payment factories, and centralized bank account
management can further improve liquidity for large groups. These tools reduce idle
balances, strengthen controls, and improve visibility. Implementation requires legal, tax,
Sharia, banking, and system analysis. Smaller or mid-sized firms can still achieve
progress through simpler steps: reducing unnecessary bank accounts, standardizing
account-opening approvals, producing weekly balance reports, centralizing facility
registers, and creating a single cash forecast owner. The maturity path should match the
organization’s scale and complexity.

Liquidity optimization ultimately depends on disciplined forecasting. Purchase
orders, sales forecasts, production plans, payroll, taxes, debt service, maintenance
shutdowns, and capital expenditure should be integrated into one forecast process.
Technology can improve speed and pattern recognition, but managerial judgment remains
essential when unusual customer behavior, procurement disruptions, or project changes
occur. The practical test of a forecast is whether it gives management enough time to act

before liquidity pressure becomes urgent.
7 FUNDING DIVERSIFICATION, SUKUK, BONDS AND ESG FINANCE

Saudi industrial firms have historically relied heavily on bank financing, and
banks will remain central to working capital, trade finance, project support, and
relationship lending. However, the development of local sukuk and bond markets
provides an opportunity to diversify funding sources. Sukuk and bonds can extend
maturity, broaden the investor base, reduce bank concentration, and align funding with

long-life assets. Saudi Exchange fixed-income platforms, capital-market regulation, and
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institutional investor development are therefore relevant to corporate treasury strategy [5-
7].

Sukuk is particularly important in Saudi Arabia because it can attract Sharia-
compliant investors and provide structures suitable for asset-backed or asset-based
financing. For industrial firms, sukuk issuance may support large capital expenditure,
refinancing, or sustainability projects. Nevertheless, issuance readiness is demanding.
Firms need governance discipline, legal structuring, asset identification, credit analysis,
ratings, investor communication, and continuing disclosure. A company should not
approach sukuk or bond markets merely because they appear attractive; it should do so
when its treasury systems, financial reporting, and capital plans can meet market
expectations.

Export-credit agency support and project finance also deserve attention. Industrial
projects that rely on imported machinery or foreign technology may qualify for export-
credit structures that can reduce cost or extend tenor. Project finance may fit assets with
separable cash flows and strong contractual arrangements. Revolving credit facilities can
provide liquidity protection during construction or working-capital cycles. The optimal
funding mix should therefore combine bank facilities, market instruments, project-linked
facilities, and risk-sharing structures based on asset life, cash-flow certainty, currency,
covenants, and refinancing flexibility.

Sustainability finance is becoming increasingly relevant. Green bonds,
sustainability-linked bonds, and related instruments connect financing access with
credible environmental or sustainability performance [15,16]. For Saudi industrial firms,
eligible areas may include energy efficiency, water efficiency, emissions reduction, waste
minimization, renewable-energy integration, circularity, and cleaner industrial processes.
However, sustainability-linked finance requires reliable data, measurable indicators,
external review where appropriate, and avoidance of vague claims. Standards such as
ICMA principles, GRI reporting standards, TCFD guidance, and ISSB sustainability
disclosure standards provide useful reference points for credible reporting [15-19].

ESG finance should not be treated as a marketing label. It should be integrated
with treasury governance and capital allocation. If a firm links financing margins to
energy intensity, emissions, water use, or safety performance, treasury must coordinate

with operations, sustainability, internal audit, and data owners. Performance targets

Veredas do Direito, v.23, 8236915 — 2026 —



Adel Gueblaoui

should be material, measurable, and consistent with investment plans. This integration
can improve investor confidence and support Vision 2030 sustainability outcomes, but

weak data or overstated commitments can create reputational and compliance risks.

8 INTEGRATED TREASURY OPTIMIZATION FRAMEWORK

The proposed framework has four phases: Diagnose, Optimize, Finance, and
Sustain. The phases are sequential but iterative. A firm may begin with a diagnostic
exercise, implement cash improvements, redesign funding, and then return to the
diagnostic stage as markets, projects, and strategy evolve. Figure 1 summarizes the value

loop created by treasury optimization.

Figure 1
Treasury optimization value loop for Saudi industrial firms under Vision 2030.

Treasury Optimization Value Loop for Saudi Industrial Firms

Cash visibility -> working-capital discipline -> funding resilience -> debt sustainability
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The Diagnose phase establishes the baseline. Treasury maps all bank accounts,
facilities, debt maturities, covenants, guarantees, hedges, restricted cash, investments,
cash forecasts, and working-capital baselines. It identifies trapped cash, facility

concentration, maturity cliffs, missing policies, manual reporting risks, and data gaps.
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The output should be a treasury risk register and a prioritized improvement plan approved
by senior management or the board.

The Optimize phase releases internal liquidity and improves control. It introduces
standardized short-term and medium-term forecasts, strengthens collection routines,
analyzes inventory cash cost, reviews supplier payment terms, rationalizes bank accounts,
and creates liquidity dashboards. It also sets risk appetite for foreign exchange, profit-rate
exposure, bank counterparty limits, investment of surplus cash, and use of derivatives.
The goal is to reduce unnecessary borrowing and increase decision speed without
compromising operational resilience.

The Finance phase designs the funding mix. Treasury evaluates bank facilities,
project finance, export-credit support, sukuk, bonds, leasing, and sustainability-linked
instruments. Funding decisions are aligned with asset life, project risk, cash-flow
maturity, covenant flexibility, currency needs, and investor expectations. The firm also
prepares lender and investor materials that explain strategy, risk controls, financial
forecasts, and Vision 2030 alignment. At this stage, treasury becomes a bridge between
internal capital allocation and external capital providers.

The Sustain phase embeds governance. Treasury policies, delegated authorities,
internal audits, stress tests, covenant calendars, board scorecards, data controls, and talent
development are institutionalized. Sustainability-linked treasury reporting may also be
integrated where material. The purpose is not to create bureaucracy; it is to ensure that
financial discipline continues after the first improvement project. The Sustain phase is

essential because industrial growth is dynamic and market conditions can shift quickly.
9 REVIEW THEMES AND IMPLEMENTATION ROADMAP

The review identifies five core themes that shape treasury optimization in Saudi
industrial firms. Table 1 connects these themes to practical implications. Table 2 then

translates the four-phase framework into actions, indicators, Vision 2030 contributions,

and governance controls.
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Table 1
Review themes and implications for Saudi industrial treasury.
Theme Key finding from recent literature Implication for Saudi
industrial firms
Liquidity visibility Resilience improves when cash, | Build a single liquidity

facilities, restricted funds, and debt
service obligations are visible across
banks and entities [11-13].

dashboard, standardize account
governance, and monitor
liquidity runway by project and
subsidiary.

matched to asset life, project risk, cash-
flow maturity, and refinancing capacity
[4-7].

Working capital Receivables, inventory, payables, and | Assign cross-functional
cash-conversion discipline materially | ownership for DSO, DIO, DPO,
affect debt need and short-term liquidity | and supplier-finance decisions.
quality [22-24].

Funding mix Industrial growth requires instruments | Combine bank facilities, project

finance, ECA support, sukuk,
and bonds based on tenor,
currency, covenants, and
flexibility.

Risk management

Floating-rate, foreign-currency,
commodity, and refinancing exposures
can erode project economics if
unmanaged [12-14].

Adopt board-approved hedge
limits, counterparty limits, stress
testing, and refinancing ladders.

ESG finance Investors increasingly require credible | Link eligible energy, water,
sustainability data and measurable use- | emissions, and efficiency
of-proceeds or performance-linked | indicators  to green or
commitments [15-19]. sustainability-linked funding

where credible.

Table 2

Four-phase treasury optimization and debt sustainability roadmap.

Phase Main actions Example indicators Vision 2030 | Governance

contribution control

Diagnose | Map accounts, facilities, | Cash  visibility %, | Creates Treasury  risk
maturities,  covenants, | facility use, covenant | evidence-based register and
hedges, cash forecasts, | calendar financial board-approved
and working-capital | completeness, forecast | planning for | improvement
baselines. error. industrial plan.

expansion.

Optimize | Improve forecasting, | DSO, DIO, DPO, cash | Releases internal | Cross-functional
collections, inventory | conversion cycle, idle | liquidity and | cash committee
policy, supplier terms, | cash, liquidity runway. | reduces and monthly
payment governance, and avoidable variance review.
liquidity dashboards. borrowing.

Finance Design funding mix using | Weighted average | Deepens capital- | Funding policy,
bank facilities, project | maturity, debt source | market covenant
finance, sukuk, bonds, | diversity, interest | participation and | headroom limits,
ECA support, and ESG | cover, refinancing | supports non-oil | and  disclosure
instruments. concentration. industrial discipline.

investment.

Sustain Embed policies, stress | Policy  compliance, | Maintains Annual treasury
testing, board scorecards, | stress-test results, | resilience, maturity review
audit  review, talent | ESG-linked financing | investor
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development, and | share, audit issues | confidence, and | and independent
sustainability-linked closed. responsible control testing.
reporting. growth.

10 GOVERNANCE SCORECARD AND PERFORMANCE INDICATORS

A treasury transformation requires measurable indicators. A scorecard reduces the
risk of focusing narrowly on the lowest borrowing cost while ignoring resilience. The
first dimension is liquidity. Relevant indicators include minimum cash, committed
undrawn facilities, liquidity runway, forecast accuracy, trapped cash, and concentration
of bank balances. The second dimension is leverage and coverage, including net debt to
EBITDA, interest cover, funds from operations to debt, operating cash flow after
working-capital movement, and covenant headroom. The third dimension is maturity and
funding diversity, including weighted average debt maturity, percentage of long-term
debt, refinancing concentration, bank concentration, and capital-market access readiness.

The fourth dimension is financial risk. Indicators include fixed-floating ratio,
foreign-exchange exposure, hedge effectiveness, counterparty limits, and sensitivity of
financing cost to rate changes. The fifth dimension is working capital, including days
sales outstanding, days inventory outstanding, days payable outstanding, cash conversion
cycle, supplier-finance participation, overdue receivables, and dispute resolution. The
sixth dimension is governance and sustainability, including policy compliance, delegated
authority breaches, audit findings, percentage of financing linked to credible

sustainability indicators, and quality of board reporting.
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Figure 2

Treasury and debt sustainability maturity scorecard.

Treasury and Debt Sustainability Maturity Scorecard

Liquidity

Governance Leverage

Working
capital

Tenor
profile

Rate/FX
risk

——— Current maturity Vision 2030 target maturity
Score 1 = fragmented practice; score 5 = integrated, data-led, board-governed treasury capability

A low score suggests fragmented practices, manual reporting, reactive borrowing,
weak risk limits, and limited linkage between treasury and operations. A high score
suggests integrated data, proactive scenario planning, diversified funding, disciplined risk
governance, and board-level oversight. Industries can adjust the scorecard to their risk
profiles. Petrochemical firms may emphasize commaodity and foreign-currency exposure.
Mining firms may emphasize development-stage liquidity and project milestones. Food
producers may emphasize inventory quality and receivables. Advanced manufacturing

firms may emphasize imported machinery, research funding, and supplier resilience.
11 DISCUSSION: BENEFITS, RISKS AND VISION 2030 ALIGNMENT

Treasury optimization offers operational and strategic benefits. Improved cash
visibility reduces idle balances and emergency borrowing. Better working-capital
governance releases internal liquidity. Funding diversification lowers dependence on any
single bank or instrument. Debt maturity planning reduces refinancing risk. Hedging
protects project economics from avoidable volatility. ESG-linked funding can connect
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resource efficiency with financing access when supported by credible metrics. Together,
these benefits strengthen industrial firms’ ability to invest through cycles and contribute
to Vision 2030 supply chains.

The risks are also significant. Technology implementation without data
governance can automate poor decisions. Easy access to debt markets can encourage
over-borrowing if investment discipline is weak. Hedging can create accounting volatility
or losses if policies are unclear. Supplier-finance programs can damage local suppliers if
they transfer cost rather than improve liquidity. Sustainability-linked finance can create
reputational risk if targets are vague or unsupported by data. These risks show why
treasury optimization must be treated as a governance transformation, not simply a
software or financing project.

The framework aligns with Vision 2030 in several ways. First, disciplined treasury
practices support non-oil industrial investment by improving liquidity and financing
reliability. Second, sukuk and bond participation can deepen domestic capital markets
and expand investment channels. Third, working-capital discipline supports supplier
ecosystems and localization when implemented responsibly. Fourth, sustainability-linked
finance encourages measurable resource efficiency and governance transparency. Fifth,
professional treasury capabilities support Saudi talent development in high-value finance
roles. Sixth, resilient industrial firms are better able to maintain production, employment,
exports, and private-sector contribution during volatile periods.

For executives, the implication is clear: treasury should be involved early in
strategy, investment planning, procurement design, sales terms, and sustainability
commitments. For lenders and investors, the framework provides a structured view of
whether a firm’s debt is sustainable beyond headline leverage. For policymakers and
market institutions, the findings suggest that capital-market development should be
accompanied by stronger corporate treasury professionalism, disclosure quality, and

financial risk management capacity.
12 RESEARCH GAPS AND FUTURE DIRECTIONS

Five research gaps remain important. First, empirical studies should examine how

debt maturity structure affects financial performance in Saudi industrial firms. Useful
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variables include cash conversion cycle, maturity profile, interest cover, investment
growth, profitability volatility, and credit outcomes. Second, sector-specific research is
needed because treasury risks differ across petrochemicals, mining, food production,
metals, logistics-linked manufacturing, and advanced technology. Third, more evidence
is needed on corporate sukuk and bond issuance by Saudi industrial firms, especially mid-
sized issuers that may face different disclosure and rating barriers than large listed
companies.

Fourth, digital treasury adoption should be tested empirically. Treasury
management systems, APIl-based bank connectivity, Al forecasting, and automated
reporting may improve visibility, but their impact on borrowing cost, forecast accuracy,
and governance outcomes should be measured. Fifth, sustainability-finance research
should examine whether credible ESG indicators reduce financing costs, expand investor
access, or improve operational resource efficiency. Future studies can use case studies,
interviews, panel data, event studies around debt issuance, and comparisons with other
Gulf Cooperation Council markets. Research should also examine stress periods, because
treasury systems that appear strong in favorable conditions may perform differently when

rates rise, demand slows, or supply chains are disrupted.
13 CONCLUSION

This review developed a corporate treasury optimization and debt sustainability
framework for Saudi industrial sectors under Vision 2030. The central argument is that
corporate treasury is not a passive administrative function. It is a strategic capability that
protects liquidity, enables investment, manages financial risk, supports capital-market
access, and strengthens stakeholder confidence. For industrial firms, debt sustainability
cannot be reduced to a single ratio. It requires alignment between borrowing maturity,
project cash-flow maturity, liquidity reserves, covenant discipline, currency and rate
exposures, working-capital quality, capital allocation, and governance oversight.

The proposed four-phase framework - Diagnose, Optimize, Finance, and Sustain
- provides an implementation path. The Diagnose phase creates visibility over accounts,
facilities, maturities, covenants, hedges, and working capital. The Optimize phase

releases cash through forecasting, collections, inventory discipline, supplier-term
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governance, and payment controls. The Finance phase builds a resilient funding mix using
bank facilities, project finance, export-credit support, sukuk, bonds, and sustainability-
linked instruments where suitable. The Sustain phase embeds policies, stress testing,
board reporting, audits, talent development, and sustainability data into recurring
governance.

For Saudi Arabia’s industrial transformation, strong treasury management is more
than a finance improvement. It supports productive investment, local supply chains,
skilled employment, investor confidence, resource efficiency, and non-oil economic
growth. Firms that understand their cash, debt, risk exposures, and funding options are
better positioned to secure financing, negotiate with lenders and investors, and continue
investing through uncertainty. In this way, disciplined treasury governance contributes to
Vision 2030 by making industrial expansion financially sustainable as well as

strategically ambitious.
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