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NAVIGATING CHANGING 
FEE STRUCTURES: 
LEADING PRACTICES FOR 
PAYMENT STRATEGY

This presentation is provided by Strategic Treasurer and Optimized Payments.

WHERE
Live online presentation 
Replays at StrategicTreasurer.com


WHEN
Wednesday, April 30, 2025
2:00 PM - 3:00 PM EDT

WHAT
Discussing how to manage 
fluctuating bank and payment card 
fees.

TOM WRIGLEY
Payments Consultant, Optimized Payments 

CHRISTIN CIFALDI
Director, Product Development & Analytics
Strategic Treasurer

STEPHAN IRELAND
Senior Director, Head of Sales & Business Development
Strategic Treasurer
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CHRISTIN CIFALDI
Christin Cifaldi, Director, Product 
Development & Analytics, is responsible 
for developing Strategic Treasurer’s 
analytical product lines, leading the team 
supporting research and ongoing client 
projects, and acting as lead consultant on 
fee negotiations. She has over 20 years of 
finance experience across multiple 
sectors including government, not-for-
profit, and for-profit. 

Christin has a life-long love of learning 
and holds several degrees across 
multiple fields. She is a Certified Treasury 
Professional and a Certified Information 
Security Manager.

ABOUT THE SPEAKERS
GET TO KNOW TODAY’S SUBJECT MATTER EXPERTS

STEPHAN IRELAND
Stephan Ireland oversees business 
development at Strategic Treasurer. As a 
senior executive and business leader, he 
has built a strong skillset around 
delivering impactful solutions and 
significant cost savings. Stephan has 20+ 
years of commercial success in the 
treasury advisory space across the US 
and Europe, with over 15 years of 
experience specifically focused on 
helping organizations optimize their bank 
fees.

TOM WRIGLEY
Tom Wrigley is a consultant at Optimized 
Payments, specializing in simplifying 
payment processing and reducing costs 
for clients. 

He conducts in-depth assessments of 
payment ecosystems, optimizing fee 
structures, technology integrations, and 
transaction processes. Tom collaborates 
with businesses to implement tailored 
payment strategies, utilizing in-depth 
payment analytics to drive optimization. 

With a focus on compliance and industry 
trends, he provides ongoing support to 
enhance efficiency, mitigate risk, and 
drive long-term payment performance.
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TOPICS OF 
DISCUSSION
KEY AREAS OF FOCUS & 
ANALYSIS

KEY TAKEAWAYS
AND FINAL THOUGHTS

PAYMENT FEES
HOW TO MANAGE

PROACTIVE FEE 
MANAGEMENT
HOW TO MOVE FORWARD

PAYMENTS 
ECOSYSTEM
RELATED PROBLEMS

BANK FEES
FEE CREEP AND THE NEED 
FOR ATTENTION

CONNECTED 
RELATIONSHIP
PAYMENT AND BANK FEES
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ONE STRATEGY, TWO FEE FRONTS
WHY BANK AND PAYMENT FEES BELONG TOGETHER

BANK FEES COMMONALITIES PAYMENT FEES

BANK FEES

• Account maintenance fees
• Wire transfer fees
• Lockbox and ACH fees
• Analysis fees

PAYMENT FEES

• Interchange fees
• Processor fees
• Network assessment fees
• Chargeback fees

A holistic view of fee management helps treasury and finance teams protect margins, 
improve transparency, and align financial strategy with operational execution

COMMONALITIES

• Direct impact on cost of doing business
• Subject to fluctuation and complexity
• Often require specialized tools to monitor and manage
• Demand proactive strategy, negotiation, and benchmarking
• Offer cost-saving potential through optimization
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THE PAYMENTS ECOSYSTEM
THE CHALLENGES OF ACCEPTANCE

COMPLEXITY OF PAYMENTS ACCEPTANCE

• Payment methods – Credit/debit cards, ACH, digital wallets, alternative payments

• Fee structure - Interchange rates, assessments, processor fees, chargebacks

• Regulatory compliance – Security standards such as PCI

• Technology integration – Gateways, POS terminals, back-office systems

FEES/COSTS ASSOCIATED WITH ALL PARTS OF ECOSYSTEM
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WHAT IS INTERCHANGE?
UNDERSTANDING AN INTEGRAL FEE

KEY POINTS

• Interchange fees that the merchant pays go to the bank that issued the card

• Interchange rate tables are published on Visa/Mastercard websites

• For issuers, interchange revenue pays for:

• Cashback/rewards programs
• Internal costs, including fraud
• Profit

• The US has the highest credit interchange rates in the developed world

• Interchange fees can be managed and, in some instances, negotiated with the 
card networks
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FACTORS THAT AFFECT INTERCHANGE
WHAT YOU CAN AND CANNOT CONTROL

UNCONTROLLABLE FACTORS

• Type of card (e.g., Visa Traditional, Visa Rewards, Visa Signature, Visa Debit, etc.)
• Your Merchant Category Code (MCC)
• Method of entry (e.g., swiped/dipped/card-not-present or CNP/e-commerce/one-time/recurring)
• Transaction amount/ticket size

CONTROLLABLE FACTORS

• Business processes/downgrades (address verification service or AVS, timeliness, etc.)
• Transactional data attributes (Level 2 and Level 3 data)
• PIN/PINless debit card routing
• Small merchant/network tokenization
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SHIFTING INTERCHANGE FEES
ACROSS THREE VISA CARD PRODUCTS

Source: Optimized Payments proprietary data
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EVOLUTION OF PAYMENTS
MEANINGFUL EVENTS AND IMPLICATIONS THROUGH THE YEARS

YEAR INITIATIVE EFFECT

2006/2008 Mastercard and Visa go public Interchange and network fees grow

2007 Visa/Mastercard create account-level processing Bank identification numbers (BINs) no longer determine card 
classification, can change at the card level

2011 Durbin regulation Network fees increase 6 months later, the fixed acquirer network 
fee (FANF) is created, issuers shift to credit

2014 Applepay, Google support Slow adoption, complexities between CP and CNP,
routing issues, new terminal support

2015 EMV Liability Shift Fraud shifts to card-not-present

2016 Customer initiated transaction (CIT)/merchant initiated 
transaction (MIT) framework announced

Much more complexity for merchants,
potential decline issues if coded incorrectly

2018 Visa launches Visa Claims Resolution (VCR)
to streamline disputes Disputes do not go away, only increase, add new fees

2022 Visa introduces network tokenization incentives Higher fees for non-tokens, issuer support,
debit routing restrictions

2023 Fed announces clarification on debit routing for CNP Savings are limited due to issuers being regulated,
Visa/Maestro, Mastercard/Interlink pairs

2024 Visa announces L2 going away, new L3 Commercial 
Enhanced Data Program (CEDP) Enhanced scrutiny/rules, new network fees
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BENEFITS OF ANALYTICS
SIMPLIFYING THE COMPLEXITY
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THE PRICE OF DOING NOTHING
ANALYZING COST SAVINGS OPPORTUNITY

• Tracks effectiveness of cost 
savings strategy, while seeing 
additional opportunity

• Highlight potential savings 
associated with interchange 
mismanagement (downgrades, 
tokens, CEDP)

• Manage team/leadership 
expectations and priority for 
payments projects
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DASHBOARD VISIBILITY
GENERAL KPI TRACKING AND RECONNAISSANCE

• Reporting shows not only fees, 
but data pertaining to KPIs as well

• Can group and view KPI data by 
location, categories, and card 
environment across multiple 
acquirers

• Data can be pulled and 
manipulated for internal reporting 
purposes

• Allows for transparent reporting 
within organization and treasury 
team
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POLL QUESTION

42%

21%

15%

23%

Regularly analyze it for insights and cost optimization

Only review reports occasionally

Rely mainly on processor/acquirer summaries

Unsure or don't currently use payment data actively

Poll 1 - How does your company currently use payment data? 
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BANK FEES INFLATE OVER TIME
WHY IS IT SO COMPLICATED?

WHAT HAPPENS IF YOU DON'T TAKE ACTION?

• Bank fees tend to increase if left unchecked:

• Prices naturally increase

• Number of services (new, old, unsolicited, etc.) 
tends to increase and duplicate

• ECR rates and/or hard interest rates vary all the time 
and don’t necessarily follow the benchmark rate

ARE YOU OVERPAYING IN BANK FEES?

• Generally speaking: YES, but what can you do?

• When was your last internal or external review?

• Have your fees increased faster than inflation?

• When did you do the last service utilization review?

• How are you managing your bank fees?

COSTLY HEADACHES: Fee creep, cash leakage, misaligned relationships, etc.

(Complexity  x  Time )  –  Attention  =  Inefficiency  +  Uncertainty
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BANK FEES NEED CONSTANT CARE
OR THINGS GET OUT OF HAND

Source: Strategic Treasurer expert insight

177

155

Before

After

THE POWER OF ACTIVELY REVIEWING BANK FEES

Number of services eliminated 
by a review of bank fees

Natural cost inflation over time

7%
Cost of violations and unused/inefficient services

6.8%
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LOST OPPORTUNITIES
THE COST OF INACTIVE BANK FEE MANAGEMENT

Source: Strategic Treasurer expert insight

21%

9%

32%

38%

MOST COMMON INEFFICIENCIES

Dormant accounts
Inefficient services
Unnecessary services / duplicates
Other and price inconsistency

0.4%

3.3%

6.8%

17.2%

22%

COST OF INEFFICIENT SERVICES VS. GROSS ANCOST OF INEFFICIENT SERVICES

Maximum value

Minimum value

Third quartile

First quartile

Mean

Our experts have seen companies where the cost of 
inefficient services accounted for up to 22% of their 
gross annual bank fees
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FEE INCREASES OVER TIME
WHAT’S THE AVERAGE PRICE PAID, AND HOW HAS IT CHANGED OVER TIME?

MARKET DATA: OVERALL BANK FEES

$ 0

$ 5

$ 10

$ 15

$ 20

$ 25

Jan-2022 Jan-2023 Jan-2024 Jan-2025

Source: Strategic Treasurer proprietary data
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POLL QUESTION

45%

22%

8%

8%

2%

16%

Excel

Manual review

Specialized system/provider

ERP or TMS

Not currently being done

Unsure

Poll 2 - Where does bank fee management take place in your organization? 
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DASHBOARD VISIBILITY
IDENTIFYING OPPORTUNITIES AND TRACKING SAVINGS

• Read any files

• Standardize and aggregate data that 
reflects your organization for an apples-
to-apples comparison of your banking 
relationship

• Easily identify and track errors, unusual 
items, low usage accounts, etc.

• Analyze monthly variances

• Report monthly to your bank account 
manager all discrepancies that require 
immediate attention

• Analyze ECR

• Create custom reports

WHY USE TECHNOLOGY?
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Fees are one component of a relationship, not the only component

Think of fees in a range, not as a single point

Other factors influence relationship value besides fees

BANK RELATIONSHIP

• Credit
• Level of risk
• Ideas/guidance
• Operational support
• Service fees
• Price x value

BANK RELATIONSHIP FORMALITY

• Value: RAROC
• Relationship plans
• Call reports
• Maintaining organizational 

corrections

UNDERSTANDING THE CONTEXT
BANK FEES SHOULD NOT BE VIEWED IN ISOLATION
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KEY TAKEAWAYS
IDEAS AND POINTS TO BRING BACK TO THE OFFICE

CONSIDER THE 
COMPLEXITY
• Payment and bank fees 

are difficult to understand

• Who has the time?

• Pre-summarized data 
speeds review process

• What are peers being 
charged?

• Statistical charts offer 
quick points of 
reference

CONSIDER THE 
OPPORTUNITY
• How much could your 

organization save?

• Pursue higher earnings or 
lower fees? Tax 
implications?

• Review product 
innovations or updates 
with relationship manager

• Data may be provided to 
banking partner to 
support requests

PARTNER
• Guidance

• Review of payment fees

• Review of bank fees

• Estimated savings

• Negotiations
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LET’S CONNECT
DON’T LET THE LEARNING END HERE…
CONTACT US WITH ANY FUTURE QUESTIONS
Thank you for your interest in this presentation and for allowing us to support you 
in your professional development. Strategic Treasurer and our partners believe in 
the value of continued education and are committed to providing quality 
resources that keep you well informed.

STRATEGIC TREASURER

Stephan Ireland, 
Senior Director, Head of Sales & 
Business Development

s stephan@strategictreasurer.com

 +1 678.466.2217

OPTIMIZED PAYMENTS

Tom Wrigley,
Payments Consultant

s Tom@optimizedpayments.com

x www.optimizedpayments.com

Listen now

https://strategictreasurer.com/304-bank-fee-standards/?utm_source=20250430wbnr
https://strategictreasurer.com/304-bank-fee-standards/?utm_source=20250430wbnr
https://strategictreasurer.com/304-bank-fee-standards/?utm_source=20250430wbnr
https://strategictreasurer.com/304-bank-fee-standards/?utm_source=20250430wbnr
https://strategictreasurer.com/304-bank-fee-standards/?utm_source=20250430wbnr


#GOSTRATEGIC

PRACTITIONERS
CORPORATE TREASURY & FINANCE

We help treasury do more of the right work with less of the waste.
Learn from our experience. Leverage our expertise.

• Treasury Structures
• Liquidity & Risk
• Banking Services
• Treasury Technology

ADVISE   Major Projects

• Survey Participation
• Research Report Access
• Industry & Peer Benchmarking
• Critical Treasury Assessment

RESEARCH   Market Data

• Fee Management
• Employee Security Training
• Compliance Services
• Connectivity & Onboarding

ASSIST   Outsourced Services

• Technology Analyst Report
• Webinars (CE Credits)
• Podcasts & Videos
• eBooks & White Papers

INFORM   Industry Insights

Learn more or schedule an introduction today at strategictreasurer.com/practitioners
2025 © Strategic Treasurer, LLC.  All Rights Reserved. #GOSTRATEGIC

https://strategictreasurer.com/practitioners/?utm_source=wbnrdeck


#GOSTRATEGIC

PROVIDERS
BANKING, FINTECH AND INVESTMENT

We help providers engage treasury with smart marketing solutions.
Extend your reach. Strengthen your impact.

• Go-to-Market Advising
• Product Design & Roadmapping
• Messaging Optimization
• Investment Validation

ADVISE   Major Projects

• Treasury Insights (Data Services)
• Tailored Market Research
• Survey Program Sponsorship
• Client Benchmark Reporting

RESEARCH   Market Data

• Sales Optimization & Training
• Marketing Team Support
• Content Amplification
• SME Speaker Bureau

ASSIST   Outsourced Services

• Expert Content Creation
• Platform Access & Distribution
• Targeted Demand Generation
• Custom Campaign Programming

INFORM   Industry Insights

Learn more or schedule an introduction today at strategictreasurer.com/providers
2025 © Strategic Treasurer, LLC.  All Rights Reserved. #GOSTRATEGIC

https://strategictreasurer.com/providers/?utm_source=wbnrdeck
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