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Key Takeaways

• Stronger financial health: High scores in treasury 
leadership correlate with better earnings growth, free
cash flow yield, and net income margin growth.

• Resilience to market volatility: Effective treasury 
leadership helps shield companies from market volatility 
and enables faster recovery as turbulence subsides.

• Faster rebound: Top-performing companies rebound 
more quickly and robustly than their peers as market 
stress dissipates.

Top-performing treasuries support corporate growth  
and returns by1:

• Efficiently funding working capital, deploying 
liquidity and identifying and mitigating risks

• Emphasizing fundamental building blocks 
to achieve high performance and resilience

• Moving from people-dependency to 
well-defined processes

• Applying technology to digitize and 
automate processes

• Developing data strategies to ensure timely 
and accurate information for better decisions

Corporate treasury departments have shown their worth during 
the global market volatility of recent months.

The Trump Administration’s major tariff announcements on April 
2, 2025 unveiled a broad new tariff strategy, triggering a period of 
market volatility reminiscent in some ways of the 2020 
pandemic. Markets went into a downward spiral, sparking flight-
to-safety trades across the globe. Beyond sharp price reactions, 
earnings growth expectations also plummeted. Markets have 
since recovered, with the S&P 500 back to February levels.

Our previous study Treasury Leadership: Does it Matter?, written 
for corporate CFOs and Treasurers, found that “top-performing 
companies have top-performing treasuries”. But did this hold  
true during the recent bout of market stress?

To find out, we investigated company growth, profitability, and 
financial health metrics before and after the tariffs were 
announced. We compared these metrics against treasury 
performance, as measured in our Citi Treasury Diagnostics (CTD) 
global company benchmarking survey.

Our conclusion: companies with top-performing treasuries were 
better shielded from the market impact of the tariff announcements 
on 2 April and recovered fastest as outsized market volatility 
diminished. These findings further reinforce the earlier study.

Shahmir Khaliq, Head of Services at Citi, says: “As the financial 
landscape rapidly evolves, we equip our clients with the strategic 
foresight and cutting-edge solutions essential for building 
resilient, high-performing treasuries, that propel their growth  
and amplify returns.”
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Market Impact of Tariff Announcements
Tariff policies tempered expectations for earnings growth. Our global research strategists track the Earnings Revision Index2, which 
showed that at the onset of the tariff announcements revisions to earnings per share (EPS) expectations had dropped to recessionary 
levels not seen since the Global Financial Crisis (GFC) and the COVID-19 pandemic (figure 1). Global EPS growth was expected to be only 
+2.5% for 2025 (figure 2), with the U.S. bearing the brunt of the impact, instead of the previously forecast +11% global EPS growth.

Figure 1. Moments of stress: the behavior of the Global 
Earnings Revisions Index and the MSCI AC World Index 
during key events, 2007-2025

 Global ERI  
 MSCI All Country World Index (ACWI) – Rebased Every Year (rhs)

Figure 2. Impact of 2 April tariff announcements on 
earnings per share growth
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We found strong correlations between high-performing treasuries and company earnings growth and the financial health measures:

• This was true when we examined earnings growth expectations for the short term (next 12 months) and medium term (three years).

•	 We looked at two other measures. One was free cash flow yield as an indicator of cash flow management effectiveness4. The other was net 
income margin forward growth as an indicator of how well a company can improve its operations through cost control and better management.
Both these measures also supported our thesis that top treasury performance positively correlates with company financial health.
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Figure 3. Earnings growth as a function of 
treasury performance
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Figure 4. Financial health as a function of 
treasury performance
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Superior Earnings Growth and Financial Health
Using the most recent company-reported financial data3 available before April 2, 2025, we established a baseline for company financial 
health and expected performance. Earnings growth, free cash flow yield, and net income margin growth serve as proxies to depict a  
pre-tariff announcement view of company performance.

Source: FactSet, Citi Global Data Insights, Citi TTS
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Enhanced Returns and Reduced Volatility in Times of Stress
Figure 5 illustrates that the top 25% of companies, based on treasury performance, achieved the highest annualized market return and the 
lowest annualized volatility over the five-year period leading up to 2025. In contrast, the bottom 25% in treasury performance exhibited 
an outsized risk level of 26% per annum.

Figure 5. Return and risk characteristics, 2020-2024
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Figure 6. Annualized volatility as a function of 
treasury performance, before and after tariff  
triggered market disruption
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Figure 8. EPS (forward-looking) FY1 % change 
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Figure 7. Price movements as a function of 
treasury performance immediately after 2 April and 
following the tariff pause
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On a risk-adjusted basis, which indicates the return one can expect to gain for each unit of risk taken, the top 25% of treasury leaders 
achieved more than double the return per unit of risk of the bottom 25% over the period. Examining volatility alone (figure 6), the risk 
level of the bottom 25% significantly increased this year, in contrast to the moderate increases observed in the other two groups. This 
demonstrates that effective treasury leadership helps shield companies from market volatility and enables faster recovery as turbulence 
subsides.

Protection Against Market Routs
We then analyzed price movements from the tariff announcement to the 90-day pause. Unsurprisingly, the investor community views 
top-performing companies as quality investments when there is a flight to safety. Our data shows that companies with stronger treasury 
management were better equipped to shield themselves from market turmoil. Following the declaration of the 90-day tariff pause,  top-
performing companies rebounded more quickly and robustly than their peers. Their 2025 EPS outlook also experienced the  smallest 
downgrades. When a crisis occurs, strong treasury practices help support corporate resilience.

Source: FactSet, Citi Global Data Insights, Citi TTS
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IMPORTANT DISCLOSURES

This communication has been prepared by Citigroup Global Markets and is distributed by or through its locally authorised affiliates (collectively, the “Firm”). This 
communication is not intended to constitute “research” as that term is defined by applicable regulations, though it may contain thematic content that has been 
or may be contained in research reports. Unless otherwise indicated, any reference to a research report or research recommendation is not intended to represent 
the whole report and is not in itself considered a recommendation or research report. The views expressed by each author herein are their personal views and do 
not necessarily reflect the views of their employer or any affiliated entity or the other authors, may differ from the views of other personnel at such entities, and 
may change without notice. You should assume the following: The Firm may be the issuer of, or may trade as principal in, the financial instruments referred to in 
this communication or other related financial instruments. The author of this communication may have discussed the information contained herein with others 
within the Firm and the author and such other Firm personnel may have already acted on the basis of this information (including by trading for the Firm’s proprietary 
accounts or communicating the information contained herein to other customers of the Firm). The Firm performs or seeks to perform investment banking and 
other services for the issuer of any such financial instruments. The Firm, the Firm’s personnel (including those with whom the author may have consulted in 
the preparation of this communication), and other customers of the Firm may be long or short the financial instruments referred to herein, may have acquired 
such positions at prices and market conditions that are no longer available, and may have interests different or adverse to your interests. This communication is 
provided for information and discussion purposes only. It does not constitute an offer or solicitation to purchase or sell any financial instruments. The information 
contained in this communication is based on generally available information and, although obtained from sources believed by the Firm to be reliable, its accuracy 
and completeness is not guaranteed. Certain personnel or business areas of the Firm may have access to or have acquired material non-public information that 
may have an impact (positive or negative) on the information contained herein, but that is not available to or known by the author of this communication. The 
Firm shall have no liability to the user or to third parties, for the quality, accuracy, timeliness, continued availability or completeness of the data nor for any special, 
direct, indirect, incidental or consequential loss or damage which may be sustained because of the use of the information in this communication or otherwise 
arising in connection with this communication, provided that this exclusion of liability shall not exclude or limit any liability under any law or regulation applicable 
to the Firm that may not be excluded or restricted. The provision of information is not based on your individual circumstances and should not be relied upon as an 
assessment of suitability for you of a particular product or transaction. Even if we possess information as to your objectives in relation to any transaction, series 
of transactions or trading strategy, this will not be deemed sufficient for any assessment of suitability for you of any transaction, series of transactions or trading 
strategy. The Firm is not acting as your advisor, fiduciary or agent and is not managing your account. The information herein does not constitute investment advice 
and the Firm makes no recommendation as to the suitability of any of the products or transactions mentioned. Any trading or investment decisions you take are 
in reliance on your own analysis and judgment and/or that of your advisors and not in reliance on us. Therefore, prior to entering into any transaction, you should 
determine, without reliance on the Firm, the economic risks or merits, as well as the legal, tax and accounting characteristics and consequences of the transaction 
and that you are able to assume these risks. Financial instruments denominated in a foreign currency are subject to exchange rate fluctuations, which may have 
an adverse effect on the price or value of an investment in such products. Investments in financial instruments carry significant risk, including the possible loss 
of the principal amount invested. Investors should obtain advice from their own tax, financial, legal and other advisors, and only make investment decisions on 
the basis of the investor’s own objectives, experience and resources. This communication is not intended to forecast or predict future events. Past performance 
is not a guarantee or indication of future results. Any prices provided herein (other than those that are identified as being historical) are indicative only and do not 
represent firm quotes as to either price or size. You should contact your local representative directly if you are interested in buying or selling any financial instrument, 
or pursuing any trading strategy, mentioned herein. No liability is accepted by the Firm for any loss (whether direct, indirect or consequential) that may arise from 
any use of the information contained herein or derived herefrom. Although the Firm is affiliated with Citibank, N.A. (together with its subsidiaries and branches 
worldwide, “Citibank”), you should be aware that none of the other financial instruments mentioned in this communication (unless expressly stated otherwise) are 
(i) insured by the Federal Deposit Insurance Corporation or any other governmental authority, or (ii) deposits or other obligations of, or guaranteed by, Citibank or 
any other insured depository institution. This communication contains data compilations, writings and information that are proprietary to the Firm and protected
under copyright and other intellectual property laws, and may not be redistributed or otherwise transmitted by you to any other person for any purpose. © 2025 
Citigroup Global Markets Inc. Member SIPC. All rights reserved. Citi and Citi and Arc Design are trademarks and service marks of Citigroup Inc. or its affiliates and 
are used and registered throughout the world.
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Conclusion
Our previous analysis demonstrated that “top-performing companies have top-performing treasuries”. This current analysis further  
reveals that high-performing treasuries exhibit greater resilience in challenging market conditions. This means that high-
performing treasuries can help future-proof a business against unanticipated market volatility.

This strongly reinforces the case for CFOs and Treasurers to invest in their treasury. Modernization and automation initiatives, guided  
by a clear strategy, enable treasuries to transform the management of cash and financial risks, empowering them to powerfully support 
corporate growth and enhance returns. 

Endnotes
1 From: Treasury Leadership: Does it Matter? November 2023.
2 European / Global Equity Strategy – Moderating Rhetoric, Stabilizing Markets, Earnings Reset.
3 Company Quarterly and Annual Reports, FactSet Data.
4 In terms of how much cash it could generate per dollar of market value.
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