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Section 1| Executive summary

Sunrate | @

The global B2B payment landscape is undergoing a fundamental shift, driven by both structural market
changes and the rapid advancement of Al. The rise of agentic Al, in particular, is further accelerating this
transformation. As leaders and infrastructure builders in global payments, Mastercard and Sunrate sit at
the forefront of this shift. Mastercard brings global network scale, trusted and secure payment capabilities
and deep industry insights, while Sunrate brings extensive cross-border payment expertise, a leading
global payments and treasury management platform, and rapidly evolving Al-native payment solutions.
Together, we are actively shaping what the future of B2B payments looks like through our visionary
thinking and constant innovation. In our view, a new paradigm, “Agentic Global Payments,” is beginning
to take shape, which is defined by intelligent, autonomous Al agents that can seamlessly orchestrate,
execute, and optimize payment and financial operations for businesses end-to-end, with approved
policies, controls, and human oversight. This vision extends across the entire B2B payments value chain,
connecting enterprise functions such as procurement, payment operations, treasury, compliance, and
ecosystem integration with external payment and financial service providers.

66

Agentic commerce is changing how businesses
make and execute payment decisions, but speed
without accountability creates new categories

of risk. As Al starts to act
on behalf of businesses,
autonomous payment
decisions need a clear,
auditable chain of identity,
intent and action. That’s
what allows organizations
to delegate with genuine
confidence — and what will
determine whether agentic
commerce scales past pilots.

N

Anouska Ladds, Executive Vice President,
Commercial & New Payment Flows, Asia Pacific

L 1

As businesses expand globally,
the ability to move funds
securely, efficiently, and in
compliance with regulatory
requirements becomes
increasingly critical. We believe
agentic Al will fundamentally
reshape how businesses manage
global payments by enabling
intelligent cross-border payment
flows, reducing operational
friction, and ultimately paving
the way for increasingly
autonomous payment execution.

Paul Meng, Co-founder and CEO

Sunrate



P Autonomy with Human Co

First, payments are evolving from manual transactions into
an end-to-end autonomous process with control, where Al
agents orchestrate, execute, and monitor the entire lifecycle,
@ while human oversight is precisely embedded at critical points
- like policies, key decisions, and exceptions, enabled by a
I v “trust layer” with security mechanisms like tokenization,
intent capture, “Know Your Agent” (KYA), ensuring balance

between ultimate corporate control and self-optimizing
payment workflows.

P> Unified Intellige!

Second, fragmented payment processes will be organized
under “one brain”. Traditionally, business finance systems
were built in layers: ERPs, payments, and treasury tools added
over time to solve specific needs. Today, that fragmentation
limits visibility, causing inefficient decision-making. Agentic Al
connects data and workflows, delivering real-time, end-to-end
financial insight.

P> Orchestrated Global F

Third, cross-border payments traditionally brought challenges
such as high fees, FX volatility and liquidity challenges. Agentic
’ Al has the potential to significantly reduce the complexity
| =® and the hurdles of cross-border payments by dynamically
»

?

>

optimizing routing, FX, and liquidity allocation in real time,
enabling faster and more transparent global flows while
unlocking working capital and improving cash conversion cycles.

Q
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P Compliance at Sp

Co-
e

Fourth, compliance is shifting from a time-consuming
constraint into a growth enabler that moves at the speed of
the business. As regulatory requirements intensify and fraud
becomes more sophisticated, businesses must balance speed
with control. Agentic Al embeds real-time monitoring and
automated compliance to adapt to the evolving compliance
landscape and accelerate growth with confidence.

P> Minimal to Zero Fric

Al

Finally, payments will evolve into seamless, embedded
experiences where friction across the end-to-end workflow
is systematically reduced and may eventually be eliminated.
Powered by agentic Al, processes will become self-optimizing,
anticipating exceptions, resolving them autonomously, and
continuously learning from each interaction.

As a result, payments will be executed with minimal manual
intervention, creating fluid, invisible financial operations that
integrate naturally into the broader business workflows.
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What is covered in this white paper:
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Processes reshaped

along the payment lifecycle

@,

Critical pain points
which can be systematically
addressed by agentic Al

)
Practical agentic Al
use cases

for businesses to consider

Key considerations
for Al deployment

+
R
Suggestions for

business leaders

thinking about future Al
transformation roadmap
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2.2 Al adoption shifting from pilot to scale

Enterprises are accelerating Therefore, enterprises are

their Al adoption by moving prioritizing deployment in
beyond experimentation functions such as procurement,
toward enterprise-wide where it can directly improve
deployment, addressing core productivity (e.g., autonomous
operational inefficiencies purchase decision-making).

(e.g., AR/AP, payment
execution, reconciliation)
rather than peripheral use
cases (e.g., customer support
bots, internal copilots).

Presently, enterprise financial
workflows remain manual and
fragmented across systems
and stakeholders, making them
well-suited for agentic Al to
automate coordination and

Based on a study According to PROS,

conducted by Cisco, in 2025,
execution.
85 33«
(o) o
of enterprises will use Al agents of industrial B2B firms are expected
(for any type of use case) to have used Al-powered buyer
78% of those are SMBs' agents to make purchasing
decisions?

Allego’s 2025
survey indicates

91«

%

of companies in the US plan to of Chinese SMEs plan to increase
invest more in Al, with practical investment in Al platforms, based
agents leading the wish list3 on Mastercard’s SME

Research study*

10
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Compared to C2B (consumer-to-business), momentum is particularly pronounced in the B2B (business-
to-business) space, where the complexity of payment operations creates a stronger business case for
agentic Al, which is also suggested by Mastercard’s observations across both consumer and commercial
payments.

Unlike consumer transactions, B2B payments involve multi-step workflows spanning multiple systems,
counterparties, approval layers, compliance checks, and contractual requirements. These processes generate
a high volume of structured decisions that must be executed consistently and at scale. Agentic Al may be
well positioned to manage this complexity by coordinating activities across systems, making context-aware
decisions within defined policies, and autonomously executing tasks from initiation through settlement.

As a result, B2B payments represent one of the most compelling environments for agentic Al to deliver
measurable gains in efficiency, accuracy, and operational scalability. Based on Juniper’s forecast, the annual
growth of agentic payments in B2B is expected to outpace that in C2B by over 100 percentage points.

Agentic Al-Enabled B2B Transaction Value Expected to Outpace C2B

Based on Juniper’s forecast, B2B (business-to-business) growth is
expected to outpace C2B (consumer-to-business) growth significantly

B2B agentic commerce transaction value®, $M

p> Structured
1,415,482 decision criteria

+335%p.a. P> Rule-based

workflows

Lower emotional
involvement

603,014

B2B payments
are inherently
more compatible
with agentic
delegation,
especially in

2026 2027 2028 2029 2030 2031 procurement,
treasury, and

recurrin
5-year J

cacr "~ 335% 211% P

216,539
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As payment volume scales across geographies,
payment solutions are expected to offer greater
speed, transparency, and control, particularly in
cross-border contexts where pricing opacity and
limited visibility remain persistent challenges.
Commercial cards and embedded payment
solutions are increasingly meeting these needs

by enabling greater visibility into payment activity
and supporting more streamlined, integrated
payment processes. At a regional level, this shift

is particularly pronounced in emerging markets in
the Asia Pacific, Latin America, the Middle East and
Africa.

Commercial Card Transaction Growth by Key Region

+11+

. 2023-2025
Region CAGR%
P>
>20%

Furthermore, these payment flows are not only growing in volume but also becoming more fragmented,
time-sensitive, and data-rich. As businesses manage more suppliers, currencies, payment terms, reconciliation
requirements, and exception scenarios, the opportunity for agentic Al becomes more compelling.
Intelligent systems can help orchestrate decisions across the payment lifecycle, from selecting the optimal
payment method and timing to managing approvals, resolving exceptions, and optimizing spending in real time.

13
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2.4 Pain points along the payment value chain drive demand
for agentic Al

Overview of Corporate B2B Payment

0
Corporate growth & strategy

Supported by payment and finance management

Pay-in /A 4. Pay-out
e.g., sales collection e.g., procurement, T&E,
al service payment

1. Global collection account/ 6. Supplier enablement & onboarding
acceptance setup

7. Purchase order & spend control
2. Invoicing/Payment processing

8. Invoice processing & matching
3. Cash application & settlement

9. Payment execution & settlement
4. Dispute & chargeback
management 10. Reconciliation & spend analysis

5. Working capital & reporting

2 3

hayent Treasury Sales Ops IT HR Legal
{ s ales Ops €ga
Procurement perr?;:l:eﬂsesrlrr\‘egnf( management | Compliance

vV

Relevant key functions for payments

e Integration with service providers in payment ecosystem

14
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At the same time, the growing scale and complexity
of B2B payment flows are creating new operational
pressures for corporate finance and treasury
teams. This growing complexity is particularly
evident when examining the structure of enterprise
payment flows, which can broadly be divided into
pay-in and pay-out processes, each comprising
multiple interdependent stages.

[ ——

=3

On the pay-in side, which primarily encompasses
sales collection and revenue realization, the
process typically begins with establishing global
collection and acceptance capabilities, followed
by invoicing and payment processing. This then
links to settlement & cash application, dispute &
chargeback management, and ultimately working
capital management and financial reporting.

Each of these steps requires coordination across
systems and stakeholders, often involving external
partners such as payment providers, banks, and
local clearing infrastructures. As companies expand
internationally, the diversity of payment methods
and regulatory requirements further complicate
these flows, making reconciliation and visibility
increasingly difficult to manage in real time.

On the pay-out side, which includes procurement,
supplier payments, and operational expenditures
such as T&E, the process is equally complex. It
typically starts with supplier enablement and
onboarding, followed by purchase order creation
and spend control, invoice processing and matching,
payment execution and settlement, and finally
reconciliation and ROl analysis (if applicable).

These activities are closely tied to procurement,
finance, and compliance functions, and often rely on
systems that may not seamlessly communicate with
one another. As a result, inefficiencies and delays are
frequently introduced at multiple points along the
workflow.

The increasing volume, use cases, and cross-border

nature of B2B payment flows expose structural
inefficiencies across both pay-in and pay-out
processes, impacting multiple key functions.

For example, payment processing & enablement
teams face heavy manual workloads across
invoice capture, validation, exception handling,
and reconciliation across multiple systems, with
limited end-to-end visibility into payment status,
cash flow and collections across markets and
channels. Treasury teams often struggle with FX
losses driven by suboptimal timing, wide spreads
and limited visibility into liquidity positions.
Procurement processes remain inefficient due to
manual supplier onboarding and purchasing,
while Risk & Compliance complexity continues to
rise amid evolving, market-specific AML and KYC
requirements.

%

of SMEs consult Al when unsure
what to do next’

15
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Key Pain Points across Corporate Payment Lifecycle

Corporate level Functional & support
constraints level pain points

0

Fragmented

global payments
infrastructure limits
scalability, agility and
efficiency

Procurement

Fragmented, manual procurement drives inefficiency and cost leakage

a. Supplier visibility gap: limited visibility into suitable suppliers across markets
leads to suboptimal sourcing decisions and higher costs

b. Manual procurement: manual sourcing, negotiation & approval processes
introduce delays and increase risk of errors or missed opportunities

2 Payment processing & enablement

a. Infrastructure
complexity: Manual, fragmented payment operations create processing inefficiencies and

poor receivables visibility

. Heavy AR/AP workload: AR/AP processes remain labor-intensive and
error-prone as volumes scale

. Cross-border setup burden: complex setup of local collection methods slows

expansion and increases operational complexity

. Suboptimal payment routes: payment decisions are often made using static
rules with limited real-time intelligence, resulting in higher costs

. Weak spend controls: reactive spend management reduces visibility into
breaches and increases risk of overspend & non-compliant purchases

disconnected processes
hinder the speed to scale
globally

3 Treasury management

Poor cash, FX, and timing decisions erode liquidity efficiency and amplify financial risk

a. Manual reconciliation: delays the matching of payments, invoices, and delivery
records, increasing operational workload

b. FXinefficiency: suboptimal FX conversion rates and timing lead to avoidable FX
losses and higher costs

c. Liquidity blind spots: delayed visibility into liquidity positions leads to
suboptimal cash allocation and inefficient capital deployment

b. Market volatility:

~
|Il4’i

shifting market and
regulatory conditions
create business
uncertainties

4 Risk & Compliance

Scaling compliance drives operational burden and exposes control gaps

a. Regulatory lag: compliance processes struggle to keep pace with evolving
regulations; manual rule updates and fragmented controls increase compliance
burden, inconsistency, and exposure risk

b. Fraud & dispute burden: high effort to identify fraudulent transactions and
manage disputes slows resolution and limits the ability to minimize fraud losses

c. Operational
inefficiency:

s
o \
o

\

inefficient processes

6 Integration with service providers in payment ecosystem

u Frictions in service integration lead to a suboptimal customer experience

a. Onboarding frictions: manual onboarding and verification involve fragmented
drive hiah operational data checks, repeated document requests, and manual review, leading to longer
costs ar?d Iirr'::it wait times and operational rework

optimization b. Gaps in contextual support: limited access to timely, context-specific product
knowledge and operational tools results in slower response times and
operational inefficiency

16



Section 2 | The changing B2B payment landscape

Sunrate | @

Rising complexity creates a clear opportunity for agentic Al to
address these challenges. We have mapped the 16 pain points
outlined above and prioritized opportunities based on business
impact and near-term readiness for Al optimization.

“Quick win” opportunities are concentrated in structured,

repetitive processes with relatively mature data foundations, such

as invoice processing, FX conversion, and procurement workflows,
where agentic Al can automate execution, while reducing errors.

By contrast, medium-to-long-term initiatives may have a higher
impact but require deeper integration, standardized data models, and
stronger governance to unlock their full value.

16 Key Pain Points to Be Addressed by Agentic Al

across Corporate Payment Lifecycle

Mid to long term Quick wins
>
-, 29 (2c

<
- o 29
O @
&
5 © ©
g 5a
£
5b
)

2
S

Low Readines: High

The best
processes for Al
agents are
repeatable
tasks with clear
rules, good data
sources and a
well-defined
end outcome.

SVP of engineering
at a leading travel
technology company

@ Infrastructure complexity
@ Market volatility
@ Op. efficiency
@ Supplier visibility gap
@ Manual procurement
@ Heavy AR/AP workload
@ Cross-border setup burden
@ Suboptimal payment routes
@ Weak spend controls
@ Manual reconciliation
@ FX inefficiency
@ Liquidity blind spots
@ Regulatory lag
@ Fraud & dispute burden
5a Onboarding frictions

5b Gaps in contextual support

17
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Section 3 | Key use cases along the payment journey Sunrate | ‘

As business owners, CEOs,

CFOs or finance team leads,

the rapid rise of Al agents brings
both opportunities and questions.
You may be asking:

06

Al is becoming

increasingly prevalent in ‘6

all industries, but how

does it concretely fit into Which parts of my

my day-to-day payment payment processes can
operations to improve realistically be automated
efficiency and help scale or optimized by Al agents?

my business?

66

What will my processes
actually look like after
adopting Al agents,

and how different will
operations be in the age
of agentic Al?

19
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In this section, we provide a practical roadmap to help answer these questions by breaking down where
and how agentic Al can be embedded across the B2B payment lifecycle. Through a deep dive into 13
use cases spanning procurement, payment processing & enablement, treasury management, risk

& compliance, and integration with external service providers, we illustrate how agentic Al is already
addressing critical operational pain points today, while enabling more efficient, resilient, and scalable
payment operations for the future. Many of these use cases are already being enabled through Sunrate’s
growing portfolio of Al-powered agents, including Payment Agent, FX Agent, Compliance Agent,
Onboarding Agent and Chat Agent, addressing challenges across different functions mentioned above in
the B2B payment journey.

Agentic Al Use Case Map in B2B Payment Lifecycle:
Addressing each of the functional-level pain points identified in section 2

Corporate

1

Procurement

Supplier
discovery

* Autonomously
search & evaluate
suppliers

*Recommend or
onboard suppliers
based on price and
reliability

Autonomous
procurement

* Autonomously
compare suppliers
and negotiate order
details with minimal
human intervention

20

Payment
processing &
enablement

AR/AP
automation

* Automates invoice
capture, validation &
payment initiation

e Prioritize AR
collection, generate
reminders, match
payments & track
disputes

Global collection
enablement

*Set up global
collection
capabilities

e Continuously
configure accounts
and optimize
collection routes

Intelligent
payment routing

* Selects optimal
payment routes

Spend control

¢ Enforces real-time
spend controls by
applying dynamic
policies & setting
transaction limits

Ecosystem

functions

3

Treasury
management

Automated
reconciliation

¢ Conduct 3-way
match in real time

¢ Flags discrepancies

FX monitoring &
conversion

*Tracks FX trends

*Recommend or
automate FX
conversion timing
based on market
trends, liquidity
needs, and exposure

Cash flow
forecasting
and management

¢ Predicts cash flows

*Recommend or
execute liquidity
management actions

4
Risk &

compliance

Adaptive
compliance rules

e Continuously
update rules based
on evolving regional
regulatory
requirements

* Ensures regulatory
alignment

Fraud detection &
dispute processing

e Continuous
transaction
monitoring
and automated
escalation process

¢ Automated dispute
handling

integration

Frictionless
payment
service access

5a
Automated
onboarding

* Guides KYC/KYB
onboarding and
documentation
preparation

«Verifies data, flags
issues, and reduces
resubmissions

5b

Intelligent
service navigation

* Real-time navigation
support on relevant
products & services
for businesses
across growth
stages

 Guides solution
selection based on
evolving needs



1a. Supplier discovery

>

Identification:

scans internal and external
sources to shortlist
suppliers

Evaluation:

compares suppliers across
price, performance, and risk
& compliance

Recommendation:
proposes an optimal
supplier proactively or
on demand for a certain
procurement objective



1b. Autonomous procurement

%2 =

Autonomous negotiation: Order placement:
uses Al-driven strategies to identify assesses offers using multi-criteria
room for optimization and negotiate scoring and awards a contract with
price, delivery and terms minimal human intervention
>

reduce procurement cycle times by up to 40%."
Organizations leveraging agentic Al capabilities have
achieved cost savings up to 12-15%

~

/




2a. Accounts payable/accounts receivable automation

AP automation (Account-based pay-ou

>
= A
= B

Invoice processing: Invoice matching:
extracts and validates matches invoices against
invoice data across formats POs, contracts, and
and channels supporting documents

<§
( )
Payment execution:
auto-fills payment
details, provides routing
recommendations and
executes payments based

on predefined rules and
approvals



Virtual commercial card (VCC) &

>

- TR
—1
Card generation:

creates virtual card details based on
predefined rules

vy

) ea
Payment orchestration:

supports one-time and recurring
payments embedded within AP workflows

Loy
L)

=Y

Spend visibility & control:
monitors transaction activity in real
time, improving auditability and control



AR automation

>

%

Collections prioritization:
dynamically prioritizes collection efforts
based on payment status, risk, terms, and
liquidity considerations

Customer engagement:
generates tailored reminders and follow-
ups based on payment terms

Cash application:
matches incoming payments to
invoices, resolves remittance gaps,
and flags exceptions

~

>

@ reduce Days Sales Outstanding (DSO) by up to
12 days and cut manual follow-ups by 50%

N /




2b. Global collection enablement

>

Account setup guidance:
recommends optimal setup (local vs.
cross-border, account type, banking
partner) based on historical patterns

and bank requirements

2c. Intelligent payment routing

Routing recommendation:
selects optimal route,
provider, and rail based on
market, transaction type,
and historical patterns

4 Real-time optimization:
f continuously optimizes

% for cost, speed, risk, and
success rates

2~
&

Exception handling:
identifies root causes of rejected
collections and provides actionable
remediation guidance



2d. Spend control

>

L V4
o~— —e
fe'\

Real-time policy
enforcement:
screens transactions
against company policies
and predefined rules

1

©
Jile

Anomaly detection:
flags unusual or
non-compliant spending
patterns in real time

al

Al
®

Automated intervention:
blocks, approves, or
escalates transactions
based on policy and risk
thresholds




3a. Automated reconciliation

>

r"mﬂ
e : O
¥ o T

Transaction matching:
matches payments against invoices,
receipts, and delivery data in real time

Discrepancy identification:
flags mismatches, missing information, and
exceptions for follow-up



3b. FX monitoring & conversion

A (A
il -

Conversion optimization: Controlled execution:
recommends when to convert based on supports controlled FX execution within
liquidity needs, payment timing, and pricing predefined rules and approval guardrails




3c. Cash flow forecasting and management

87

Real-time data aggregation:
consolidates cash positions across accounts,
receivables, payables, and payment flows

i.;i:—la

%

Liquidity recommendation: o

forecasts cash positions and recommends
optimal liquidity actions

e
G2
2/




4a. Adaptive compliance rules

>

iy
. — LY &
| — - -
— Py I
<.
Dynamic monitoring: Continuous rule optimization:
continuously monitors compliance context updates logic based on outcomes,
by assessing transaction characteristics, historical data, and evolving regulations

such as country, industry, and risk profile



4b. Fraud detection & dispute processing

>

Risk-based transaction

monitoring:
e flags elevated-risk
Al transactions using

contextual and historical
signals

Automated case

\7’1 management:
© prepares cases, matches
m supporting evidence, and

conducts initial review

Case classification &
escalation:

classifies standard

vs. complex cases for
appropriate handling and
escalation




5a. Automated onboarding

>

11t

HEY
g

Pre-check & document
guidance:
performs initial
onboarding eligibility
checks and dynamically
guides clients to prepare
required KYC/KYB
documentation

~
—
-Iél

Data validation:
validates submitted
information and conducts
consistency checks across
documents and data
sources

ﬂlff_ﬂ0

Status tracking &
exception management:
provides real-time
application status updates
and flags missing or
inconsistent data

50-60%




5b. Intelligent service navigation

>

.éé

Conversational query handling:
supports knowledge-based inquiries
across operational and compliance topics
through a natural language interface

Lifecycle service navigation:
guides clients through the full
self-service journey, from onboarding to
ongoing operations

Context-aware recommendations:
identify relevant services and
solutions based on client profile,
needs, and stage of growth
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Case studies p OTA

Imagine a European OTA gearing up for a holiday travel surge. Its
procurement team must quickly source overseas hotels, airlines, and
local service providers, but supplier options are scattered across
markets, prices change constantly, and available inventory can
disappear within hours. Even after a supplier is selected, payment
remains complex: payouts may involve different legal entities,
multiple currencies create FX exposure, and finance teams must still
reconcile bookings, payments, and fulfillment records.

These dynamics create recurring challenges. Traditionally, most of
this work is handled through manual comparison, communications,
and disconnected payment workflows, which can slow procurement
decisions, weaken margin control, and reduce payment transparency.
Especially in the payment execution stage, agentic Al helps reduce
manual effort by automatically issuing virtual cards and executing
supplier payouts with embedded controls. Agentic Al is beginning to
change the process by connecting sourcing, payment execution, and
reconciliation into a more intelligent, continuously optimized workflow.

TA Pa Case Study

Supplier enable- Purchase order Payment execution Reconciliation &

ent & onboarding & spend control & settlement spend analysis

Traditional Flow OTA’s key pain point: high frequency
mass payouts to travel suppliers

Need Suppller Compare & Compliance
¢=f > W .

Manual input and Fragmented and repetitive search and Manual effort in Heavy manual Repetitive
Buyer search comparison across multiple suppliers; validating offers effort in high- matching
high price volatility against procurement  frequency payments  payments against
policies execution goods delivered
Agentic Flow
Optional
a i Make Authori
Input > Review agent > rocurement I8 uthorize > Review
ﬂ requirements recommendations P decisions payments
OTA | |
Buyer Human Human
confirmation confirmation
o U Continuou 5 Auto-issued Automa
> > o > o— i > e
(B monitor & compare virtual card reconciliatio
Al Agents Chat Agent Procurement Agent Compliance Agent Payment Agent Payment Agent
Translates natural Discovers and shortlists Validates offers Executes payments Matches and flags
language suppliers, compares real- against supplier risks using auto- discrepancies
requirements time offers and makes and procurement generated VCCs
(budget, specs, recommendations policies with built-in controls
timing) into specs A

Critical agent enablement point

Use Cases: @ Supplier @Autonomous @ ARIAFf @ Spend @Autorp:atgd @ Ac!aptive
discovery procurement automation control reconciliation compliance rules

35



Section 3 | Key use cases along the payment journey Sunrate | .

Before vs. After: Traditional Flow vs. Agentic Flow

< <

Before: OTA procurement teams manually translate business
O needs into supplier requirements and compare fragmented hotel,
/;%‘\\ airline, and local supplier options across multiple channels.
0,"
)\ S Q

After: Agents structure the request, scan supplier networks,

STEP

Supplier enablement compare price, availability, risk, and performance, and
& onboarding recommend the best-fit option.

e_‘ Before: Teams manually validate supplier offers against

[

(2]

procurement policies and spend limits, creating delays and
back-and-forth.

After: Compliance Agent screens suppliers and transactions
Purchase order & upfront based on country, industry, counterparty, and
spend control transaction context.

Before: Payments are processed through disconnected workflows,
with manual data entry and approval steps.

STEP

I N
a{} .
After: With human approval, the Payment Agent sets up a VCC
Payment execution and executes payment end-to-end within predefined controls.

& settlement

Before: Finance teams manually match bookings, payments
and fulfillment records after the transaction.

STEP

< >

After: Payment Agent can reconcile payment and booking
data automatically, flag exceptions, and feed learnings back
into future sourcing and payment decisions.

é
Reconciliation
& spend analysis

< << <

Agentic Al can now embed payment execution directly into booking and fulfillment workflows, turning
OTA payments into a connected layer across pricing, sourcing, execution, and reconciliation. This enables
OTAs to optimize margins at the point of decision, while applying real-time controls, improving payment
transparency, and closing the loop between what was booked, paid, and delivered.

36
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Case studies p International trade

If you are a Chinese trader meeting a promising overseas supplier at
the Canton Fair and looking to place an order quickly, the commercial
decision may feel straightforward, but the payment rarely is. You
still need to verify supplier bank details, prepare trade documents,
choose a payment route, manage FX exposure, and make sure the
transaction meets market-specific compliance requirements. With
information spread across invoices, contracts, emails, and bank
portals, a single supplier payout can easily turn into a slow, manual,
and visibility-limited process. Especially when selecting payment
routes and managing FX conversion, agentic Al can help identify
the optimal routing, timing, and conversion options to improve cost
efficiency and control.

This is where agentic Al can reshape trade payments, making complex
cross-border workflows more intelligent, visible, and controlled.

International Trade Pa Case St

Purchase order & Invoice processing Payment execution Reconciliation &
spend control & matching & settlement spend analysis

Traditional Flow Int’l traders key pain point:
managing FX exposure to reduce cost

A\
N Initiate PO/invoice Manual FX Route Payment
g > prep > COT,F: ehgl? ce N g conversion > selection > execution

L3133

Trade Manual preparation  Manual input of Not up-to-date Suboptimal FX Higher transaction Manual execution
Buyer of purchase request ~ PO/invoice details regulations and conversion decisions  costs due to manual  and slow
compliance rules and timing route selection reconciliation
Agentic Flow
@E I.an't > Review agent results and recommendations | 2 Human > Review
NS requirements approval
Trade |
Buyer Human

confirmation

n U Auto-cap Complia Routing & FX Execu
2 & G- g e

Al Agents Chat Agent Payment Agent Compliance Agent Payment + FX Agent Payment Agent
Translates intent, Extracts PO, contract  Pre-screens Recommends optimal Executes within
guides, and prompts  and invoice data compliance route, timing and FX mandate, tracks
document checklist transaction risk conversion status and

based on context A auto-reconciliates

Critical agent enablement point

. @ AR/AP e Intelligent @ Spend @ Automated @ FX monitoring @ Adaptive
Use Cases: . . rrh 5 5
automation payment routing control reconciliation & conversion compliance rules
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Before vs. After: Traditional Flow vs. Agentic Flow

Ej Before: Teams manually turn supplier orders into purchase
ltl_) requests and check whether the spend fits the agreed-upon
terms and budgets.
Purchase order & After: Chat Agent structures the purchase request, checks it
spend control against policies and recommends next steps.
o
Ll
=
(72}

Before: Teams manually extract payment needs, supplier bank
information from the contract, PO and invoice.
After: Payment Agent extracts and structures payment data

. . from multiple documents and flags missing or inconsistent
Invoice processing &

matching information.
o Before: Teams rely on static compliance checks, fixed payment
I|"_‘ A routes, and manual FX comparisons to execute payouts.
) I
- After: Compliance Agent pre-screens transaction risk, while

Payment Agent recommends the optimal route, timing, and
Payment execution & FX conversion. Execution proceeds after human confirmation
settlement within defined controls.

> >

Before: Teams execute payments manually and match
invoices, payments, and settlement records after the fact.

STEP

é
Reconciliation
& spend analysis

< << <

<N >

After: Payment Agent executes approved payouts, tracks
settlement, and reconciles records automatically.

By streamlining trade payment workflows, Al agents help companies execute payments faster, reduce
data errors, strengthen confidence in compliance, optimize routing and FX decisions, and accelerate
reconciliation.
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Case studies p E-commerce

If you are a European cross-border e-commerce seller running

stores across Amazon, independent sites, and other overseas
platforms, getting paid can be complicated. Each market may require
different collection accounts, payment methods, platform rules, and
settlement timelines, while refunds, chargebacks, FX exposure, and
delayed payouts make incoming funds hard to track and turn into
usable cash. Especially during collection setup, agentic Al can help
simplify onboarding by recommending the optimal account structure,
collection routes, and banking partners for each market.

Agentic Al can help e-commerce sellers scale globally faster by

turning fragmented collections and cash flow management into a
more connected, integrated workflow.

E-commerce Pay-in Case Study

Collection & Cash application Dispute & chargeback Working capital
acceptance setup & settlement management & reporting

Traditional Flow E-commerce seller’s key pain point:
fragmented collection setup
across markets

© .
Identify Collection Compliance Payment Dispute FX
= B & &3 G- G- R

E-commerce Fragmented local account setup across Manual eligibility Delayed settlement Reactive dispute Cost leakage
Seller markets and risk screening and limited handling with high from FX spread
reconciliation visibility manual effort exposure
Agentic Flow
“9“ Input > Review agent results and > Confirm > A isprl.?ixee > Review
m requirements recommendations result resolﬂtions
E- | I
cgr:"rzfrce Human Human
confirmation confirmation
Account & Eligibili Settle Dispute F
~? > > : > &cash > . > + .
‘\ % route setup risk check application managemen optimization
Al Agents  Chat Agent Onboarding Agent Compliance Agent  Payment Agent Compliance Agent FX Agent
Translates intentand Recommends optimal Checks market Tracks settlement Helps prepare Monitors FX
captures market and  account structure, eligibility and in real time and evidence for movements and
collection needs routes, and banking screens risk for each  auto-applies cashto  disputes recommends
partners per market  transaction orders conversion timing
A in parallel

Critical agent enablement point

Use Cases: @ARIAP @ Global collection @Automated @ FX monitoring @ Adaptive @ Fraud detection &
' automation enablement reconciliation & conversion compliance rules dispute processing

39



Section 3 | Key use cases along the payment journey Sunrate | ‘

Before vs. After: Traditional Flow vs. Agentic Flow

< <

Before: Sellers manually assess local collection needs, payment
methods, platform rules, and bank requirements market by
market.

STEP

-

After: Sellers tell Chat Agent their market and collection needs.
Collection & Onboarding Agent recommends the optimal account setup and
acceptance setup payment acceptance configuration based on market and platform

context.

STEP

Before: Finance teams track platform settlements, PSP reports,
7 PS bank credits, and order-level deductions across disconnected
portals and spreadsheets.
After: Payment Agent tracks settlement status, applies
Cash application & incoming funds to the right orders, and escalates unresolved
settlement payment exceptions.

STEP

G

Before: Teams investigate refunds and chargebacks case by
case, collecting evidence from platforms, logistics records,
and payment providers.
After: Compliance Agent prepares dispute cases,
Dispute & chargeback |inks supporting evidence, and prioritizes high-risk or
management high-value exceptions.

> >
L

Before: FX conversion and cash planning rely on periodic
reports, delayed settlement data, and manual timing decisions.
Working capital &
reporting

< << <

By integrating and optimizing the whole e-commerce pay-in flow, Al agents help e-commerce sellers enter
new markets faster, gain clearer settlement visibility, accelerate cash application, reduce dispute handling
effort, and make better-timed FX decisions.

STEP

After: FX Agent monitors balances, settlement timing, and FX
movements to recommend conversion actions and improve
usable cash visibility.
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Despite growing momentum around agentic payments, adoption remains limited

in the B2B (business-to-business) segment. This gap is reflected in today’s market
size: agentic payment volume in B2B is estimated at just ~$910mn in 2026, compared
with ~$7,120mn in C2B (consumer-to-business), highlighting lower penetration in
enterprise use cases for now. However, the B2B segment is expected to scale rapidly,
with a projected ~335% CAGR over the next five years versus ~211% in C2B, indicating
substantial untapped potential as foundational capabilities mature.’®

Looking at the bigger picture of Al adoption in general, despite enthusiasm around Al
capability development by businesses in all aspects of operations and management,
according to Gartner’s research, by the end of last year, at least 50% of Al projects were
abandoned after proof of concept, due to poor data readiness, high internal cost and
investment, lack of consideration for risk control, and unclear prioritization."” Businesses
must take these into consideration when scaling Al from pilot to production, especially
when building capabilities in-house.

Back to payments, while the foundations are already in place, broader adoption by
more businesses will require three key advances: scaling the trust framework for
agentic payment, enabling seamless experience in end-to-end journeys, and further
tailoring Al models to the unique context of payment environments. Rather than
building everything alone, companies can accelerate adoption by leveraging proven
infrastructure and agentic payment solutions from payment networks, PSPs, and other
ecosystem partners.
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Agentic B2B Payment: A Trust + Experience Dual-Engine Framework

Al agents are already able to make payment on their own under current
technology, what’s more important is whether the ecosystem can
trust the agent and whether the agent delivers superior experience.

New paradigm of global payment for businesses

Delegation &
autonomy with
human control

9

TRUST LAYER

Can we trust it?

1. Credential Protection

Tokenization; No raw card/account
sharing

2. Intent Capture

Secure transmission of user intent;
Budget/Preferences/Constraints

3. Know Your Agent (KYA)
Agent identity verification;
Permission boundaries; Behavioral
compliance

Payment-Domain
Foundation Models

Secure & Compliant
agent-driven
payment workflow

L A
-m-
g3

Al FACTORY -
Agent development &
validation:

Design »> Build » Test > Govern » Scale

Reusable Al Skills &
Tools for Orchestration

Agent-to-Agent
Collaboration

Modular Agent

Architecture

Embedded Compliance
& Risk Intelligence

End-to-end enablement
across global
payment lifecycle

INTELLIGENT
EXPERIENCE LAYER

Should businesses adopt it?

1. Experience Orchestration

End-to-end journey orchestration;
Each step in the B2B payment life-
cycleis in one flow

2. Information Intelligence

Real-time payment information
capture and monitoring;
Customized recommendations

3. Decision Support

Beyond transaction execution;
Help businesses make better
decisions

FOUNDATION MODEL LAYER

Multi-modal Processing for

Payment Workflows
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The future of agentic
payment will be shaped by
both sides of the equation:
trust in autonomous
transactions and value in
the Al-led experience.

Mastercard Al expert

4.1 A strong trust layer is needed

Agentic B2B payments should be viewed as a
journey rather than a binary shift from manual
execution to full autonomy. In principle, an Al
agent could already complete a payment today
using delegated access or shared credentials. But
this is not the safest or the most scalable model
for enterprise payment. For agentic payments to
scale, the ecosystem needs to move beyond basic
credential delegation toward a more secure,
governed, and trusted model of delegated
action.

The core challenge is to ensure that every
participant in the payment flow, including
enterprises, banks, acquiring partners, payment
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Fully autonomous,

end-to-end transaction

use cases are for now in
experimentation phase and are
undergoing further validation to
achieve widespread enterprise
adoption.

Senior Director of Product
Management from a leading fintech

networks, and payment service providers and
platforms, can trust that an Al agent has been
authenticated, is properly authorized, and is
acting within clearly defined commercial and
policy boundaries. This requires a stronger
trust layer across the payment ecosystem. For
example, credentials must be protected through
mechanisms such as tokenization, rather than
directly sharing card or account details. Payment
intent must also be captured, preserved, and
transmitted securely, while new identity and
governance frameworks, such as “Know Your
Agent” (KYA), are needed to define each agent’s
identity, authority, and permitted scope.

4.2 An elevated intelligent experience layer is expected

Adoption of agentic B2B payments will depend
heavily on the quality of the agent experience.
Enterprises and payment/finance teams will

only adopt when it can meaningfully improve
the end-to-end payment experience instead of
simply automating payment execution. To deliver
that elevated experience, agents must be able
to orchestrate multiple steps across functions,
monitor real-time information, and give
recommendations to help businesses improve
efficiency and make better decisions.

A

On the one hand, it must be able to curate and
simplify complex experiences that are made up
of multiple small, tedious tasks. For example,
this could include supplier searching, comparing,
negotiating, payment execution, route selection,
FX conversion, and reconciliation. A strong

Al agent should reduce friction by turning a
fragmented journey into a guided, coherent
experience.
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On the other hand, it must be able to provide
dependable, timely, and relevant information.
For example, the agent needs access to accurate
account information, payment details, FX prices,

liquidity positions, route eligibility, and contextual | want an Al that adapts
recommendations in an FX payout scenario. . .

Beyond simply completing a transaction, the agent over tlme’ listens to my
should elevate the experience by recommending needs and takes action.

better FX payout options and helping users make .
. ) . SME Business owner?®

decisions with confidence.

To deliver this elevated experience, businesses

need to adopt a structured development approach,

which is “design, build, test, govern, and scale,” to

establish modular and reusable agent architectures

that can support effective agent-to-agent

collaboration.

4.3 A payment-specialized model layer is critical

The model layer forms the foundation of agents, making a robust architecture critical. However, to operate
effectively in B2B payment, the model layer must support multi-modal processing, LLM configurability,
and deep payments-specific knowledge across markets, especially in compliance and risk.

@ First, multi-modal is critical because payment workflows rely on a wide
.’ range of inputs such as text, invoices, receipts, contracts, screenshots,

' onboarding materials, and other image- or PDF-based documents that
‘ must be interpreted accurately within the business context. A model that
.’ can understand both text and visual information is therefore far better

suited to support end-to-end payment workflows.

Second, LLM configurability can further improve performance. Different
models may be better suited to different tasks, such as document
extraction, reasoning, summarization, or decision support, so a model
gateway can be used to route requests dynamically to different models

o based on the use case, balancing quality, speed, and cost.
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Most importantly, models must be customized with payment-specialized
capabilities that combine high-quality domain data and architecture
designed to interpret context, apply business rules, and support

) operational decision-making in payment-specific scenarios. General-
purpose models are not sufficient in a field where outcomes depend on a

nuanced understanding of payment operations, cross-border routing, and
diverse compliance and risk requirements across markets. This includes
experience-based knowledge of market-specific rules, sanctions screening,
AML controls, counterparty risk signals, and payment failure patterns.
Experienced payment service providers such as Sunrate can strengthen
specialized models by grounding them in years of global payments
experience, proprietary data, and operational expertise, helping build agent
capabilities that are more reliable and adapted to real-world payment

scenarios.

4.4 Ecosystem integration is critical for end-to-end Al delivery

Finally, enabling agentic B2B payments requires
more than enterprise effort alone. It also depends
on deep integration across the broader payment
ecosystem:

Building the trust layer, for example, is not solely
a single company’s task. While companies must
define clear boundaries, rules, and approval
frameworks for how agents operate, other
ecosystem participants also play a critical role in
providing the infrastructure and standards needed
to support trusted execution across parties. In
this context, card schemes like Mastercard can
play a critical role in enabling trust throughout
the ecosystem with its neutral position, global
network and established payment security
capabilities, helping extend governed and
traceable tokenization, human intent verification,
and identity standards like “Know Your Agent”
(KYA) into secure, scalable payment flows in the
agentic era.

To deliver the elevated experience that enterprises
expect, businesses ultimately need to follow
a gradual path of designing, building, testing,

governing, and scaling their own agent capabilities.

In the near term, however, many businesses lack
the capacity to develop payment-specific agents
internally for efficiency improvement across
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relevant functions. As a result, partnering with
specialized payment platforms such as Sunrate
offers a practical way forward. By leveraging
agents that have already been built, validated,
and scaled for B2B payment scenarios, enterprises
can accelerate efficiency gains while laying the
foundation for more advanced agentic capabilities
over time.

Another key consideration is cross-jurisdictional
compliance on Al adoption, bringing high
complexity for a single business alone to adapt

to global regulatory uncertainty and differences,
cross-border data flow restrictions, and agent
liability control requirements. Leveraging validated
frameworks and capabilities from a global platform
will largely reduce risks and efforts on this front.
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Agentic Al is fundamentally changing how B2B payment decisions are made and executed. For CEOs,
CFOs, business owners or operators, this presents a unique opportunity to reshape how finance operates
within the enterprise. Looking ahead, three key implications stand out for business leaders:

5.1 Lead with a vision: Business leaders must rethink operating
models to lead Al-driven transformation

Al transformation in B2B payments must be

led from the top. As Al agents take on more
responsibility in executing and optimizing
payment decisions, the role of the finance function
is evolving from executing transactions to
orchestrating rules, controls, and outcomes. This
requires business leaders to rethink traditional
operating models and move toward enabling
real-time, intelligent, and increasingly autonomous
workflows.

For business owners, CEOs, and CFOs, this means
taking ownership of the Al agenda rather than
delegating it to technology teams. They must
actively guide their organizations in prioritizing
where Al can deliver the most impact, whether in
reducing operational friction, improving working
capital efficiency, or enhancing the experience
for suppliers and customers. At the same time,
decision-making shifts from approving individual
transactions to setting clear policies, constraints,
and governance frameworks that Al can operate
within.

Ultimately, Al-driven transformation in B2B
payments is a leadership challenge as much as a
technological one. Organizations that lead with a
clear vision will be better positioned to align teams,
allocate resources effectively, and capture long-
term competitive advantage.

(1

The companies that will
win in travel over the
next five years won’t just
be the ones using Al—
they’ll be the ones that
have embedded it into
how they operate.

SVP Digital & Distribution at a leading global
hospitality group?'

5.2 Take actions now: A phased approach is key to scaling Al

across the business

While the long-term ambition is fully agent-driven, end-to-end payment workflows, most organizations
will need to take a staged approach to get there. As outlined in section 2, the readiness x impact
framework provides a practical lens to prioritize use cases, balancing quick wins with longer-term
transformation opportunities. Progressively scaling Al adoption in this way allows businesses to deliver
value early while building the capabilities required for more advanced use cases over time.
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Immediate actions:
|dentify and deploy quick-win
initiatives

Organizations should prioritize high-impact,
low-complexity use cases, as outlined in

the readiness vs. impact framework. These
initiatives can be rapidly deployed using
external solutions and require limited internal
build.

This allows companies to quickly improve
targeted processes, such as supplier
identification, invoice processing, and
fraud monitoring—delivering near-term
value while reducing operational friction.

Qo
o- -0
g

Mid to long term:
Build internal capabilities for
scaled adoption

Over time, Al adoption expands from isolated
use cases to more integrated, workflow-
level orchestration across all business
functions. This requires organizations to
invest in internal capabilities, including data
integration, system connectivity (e.g., ERP
and treasury platforms), and governance
frameworks, to support more advanced and
autonomous decision-making. As these
capabilities mature, Al becomes embedded
into core operations, enabling more seamless,
end-to-end optimization across the payment
lifecycle.

5.3 Partner to win: Ecosystem strategies as a source of

competitive advantage

As organizations scale agentic Al across B2B
payment workflows, ecosystem partnerships

are becoming increasingly prevalent and often
critical to achieving speed and scalability. Many

of the capabilities required to operate globally

are already embedded within card networks and
payment service providers, such as cross-border
infrastructure, regulatory coverage, and network
connectivity. Leveraging these external capabilities
allows organizations to accelerate deployment,
expand into new markets more efficiently, and avoid
the complexity of building everything from scratch.

However, the implication for business owners,
CEOs, and CFOs is not simply to rely on the
ecosystem, but to make intentional decisions
about when, what, and how to leverage external
capabilities. As Al becomes more deeply integrated
into payment operations, these choices become
central to shaping both operating model and long-
term competitiveness.
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This requires a structured approach to capability
design. External providers can offer clear
advantages in areas such as scalability, speed

to market, and access to specialized expertise,
particularly in complex and fragmented domains
like cross-border payments and compliance. At the
same time, organizations may choose to retain or
build certain capabilities internally, such as core
decision logic, customer experience, or strategic
data assets, where control and differentiation are
more critical. Key considerations in these decisions
include efficiency, cost, reliability, and scalability.
The optimal balance will vary by organization,
depending on its scale, maturity, and strategic
priorities.

From the perspective of building readiness to
integrate with the entire payment ecosystem and
interact with other participants in agent-driven
payment flows, the implications and actions will
vary across different roles in the market. If you are
a supplier or seller, priority areas include making
product, pricing, and service information more
structured, accessible, and machine-consumable,
and enabling discoverability and interoperability
with Al Agents for your business through mechanisms
and protocols like Generative Engine Optimization
(GEO) and Model Context Protocol (MCP).
Otherwise, you risk being disintermediated from
Al-led sourcing and procurement flows, even if
your underlying offering remains competitive.
Historically, investment focused on sales
enablement and digital storefronts designed for
human buyers. Going forward, information must
also be easily discoverable, interpretable, and
actionable for Al agents participating in sourcing
and procurement processes.

50

For buyers and procurement organizations, greater
automation will likely increase the frequency

and distribution of purchasing decisions across
channels and workflows. This raises the importance
of embedding secure payment credentials, human
approval controls, and governance mechanisms
seamlessly into purchasing journeys, ensuring
transactions can scale without creating additional
operational or risk burdens.

Looking ahead, leveraging partner capabilities
and integration with the ecosystem will become
a defining factor of competitive advantage.
Organizations that can effectively combine
ecosystem capabilities with internal strengths,
leveraging external platforms for scale while
maintaining control where it matters most, will
be better positioned to deploy Al faster, adapt
to market complexity, and capture value in the
evolving B2B payments landscape.
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The global B2B payment landscape is entering

a new phase of transformation, as agentic Al
reshapes how financial operations are designed
and executed. As outlined throughout this paper,
payments are evolving into more integrated
workflows where intelligent agents coordinate
actions, decisions, and execution across the full
lifecycle. This shift represents a structural change
in how businesses operate, with intelligence
embedded directly into core financial processes.

For businesses, this transformation directly
addresses long-standing challenges across the
payment value chain. Fragmented systems, manual
coordination, limited visibility, and inefficiencies
in cross-border payments have historically
constrained growth and operational performance.
With agentic Al, these processes are becoming
more connected, operating in real time, and
continuously optimized, enabling organizations
to achieve greater speed, improved accuracy, and
stronger control across global operations.

Beyond addressing today’s operational
inefficiencies, Agentic Global Payments will

also unlock entirely new payment models and
transaction flows that are difficult to execute

at scale today. As Al agents increasingly act on
behalf of businesses, payments may become more
frequent, dynamic, and embedded within real-
time commercial activities, such as autonomous
procurement and high-volume OTA-driven
transactions. In some scenarios, payments may
evolve toward agent-to-agent interactions, where
intelligent agents negotiate, initiate, and settle
transactions autonomously.

While these developments create significant
opportunities for efficiency, automation, and new
business models, they also introduce new risks
related to authorization, identity, compliance,
accountability, and trust. As a result, foundational
capabilities such as intent capture, identity
verification, “Know Your Agent” (KYA), governance
controls, and secure payment orchestration will
become increasingly critical to enabling a safe

and scalable agentic payment ecosystem. On the
other hand, this shift in trend also introduces new
competitive pressure. Businesses that delay action
and fail to make themselves agent-ready risk
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falling behind as Al agents increasingly shape how
counterparties are discovered, transactions are
routed, and payment decisions are executed.

Looking ahead, adoption will continue to progress
in stages. Many organizations are already
deploying Al agents in high-impact areas such

as reconciliation, FX management, and payment
execution. Over time, these capabilities are
expected to scale into more integrated, end-to-
end workflows that span procurement, payments,
treasury, and compliance. Realizing this vision
requires strong data foundations, clear governance
frameworks, and continued collaboration across
the broader ecosystem, including banks, networks,
and payment service providers.

Ultimately, B2B payments are entering a new
paradigm where intelligent agents enable

more unified, adaptive, and controlled financial
operations across the payment lifecycle. This
paper sets the direction for defining agentic
global payments in practice and highlights how
businesses can move beyond automation toward a
more connected and intelligent operating model.










