FINANCIAL SERVICES CASE STUDY

Building an

Framework
That Delivered
Measurable ROI

How a regional financial institution built an Al-driven finance
organization focused on governance, executive decision-
making, and sustainable business value.
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EXECUTIVE SUMMARY

Governance became the mechanism for
scaling Al - not a barrier to it.

A regional financial institution partnered with SoverAlgn Solutions to transform
disconnected Al pilots into an enterprise capability governed by measurable financial
outcomes, executive oversight, and responsible Al principles.

The strategic shift: Al was positioned as a business investment rather than a standalone
technology initiative. Every use case was tied to an executive objective, a governance control,
and a measurable return.

23% 37% 46%

Reduction in operating Faster executive decision- Reduction in board reporting
expenses across targeted making preparation time
functions

33% 58% 41%

Improvement in FP&A Reduction in manual Faster contract review and
forecasting accuracy compliance reporting effort approval

Al governance is not an obstacle to innovation.
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CLIENT BACKGROUND

A digitally mature institution still
constrained by manual decision
infrastructure.

Institution profile Existing technology estate

e Approximately $18 billion in assets

Modern core banking systems
e More than 1,300 employees e Business intelligence platforms

e Multi-state regional footprint CRM and fraud detection tools

e Commercial, municipal, nonprofit, and
consumer clients

Advanced cybersecurity solutions

Extensive digital transformation
e Commercial lending, treasury, wealth, investment
consumer banking, and mortgage services

The paradox: information existed everywhere, but actionable intelligence existed nowhere.

Where work accumulated What leadership needed

e Weeks spent preparing board reports e Timely, trustworthy intelligence

e Manual risk data consolidation e Unified enterprise performance visibility

e Spreadsheet-driven liquidity forecasts e Predictive rather than retrospective insight
e Labor-intensive regulatory monitoring e Faster cycles without weakening controls

e Manual contract review at scale

Human judgment augmented by Al
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BUSINESS CHALLENGE

The constraint was not data availability. It
was the effort required to turn data into
decisions.

“Our people aren't overwhelmed by a lack of data -
they're overwhelmed by the work required to

transform data into decisions.”

CFO, EXECUTIVE PLANNING SESSION

Finance

e Manual data collection
delayed forecasting

e Assumptions were
difficult to refresh
quickly

e Board packages required
cross-functional
assembly

Legal

e Line-by-line contract
review

e Slow vendor and
procurement approvals

e Renewal and obligation
tracking gaps

Treasury

e Limited real-time
liquidity visibility

e Funding decisions relied
on historical information

e Stress testing remained
labor intensive

Executive Office

e Fragmented enterprise
views

e Slow decision cycles

e Historical dashboards
without action guidance

Risk &
Compliance

e Retrospective risk
reporting

e Manual regulatory
change monitoring

e High audit preparation
burden

Technology

e Digitization without
intelligence

e Automation without
strategic context

e Pilots without consistent
governance
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Al OPPORTUNITY ASSESSMENT

Business outcomes were defined before
technology choices were made.

SoverAlgn assessed finance, treasury, lending, operations, legal, compliance,
cybersecurity, risk management, and executive governance. Each initiative was
evaluated against value, complexity, regulatory impact, readiness, and financial return.

01. Governance 02. Decisions 03. Forecasting
Strengthen policy, Improve the speed and quality Increase financial planning
accountability, model of executive decision-making. and scenario accuracy.
oversight, and executive

control.

04. Cost 05. Compliance 06. ROI

Reduce operating expense Accelerate regulatory Create measurable economic
across targeted administrative reporting and audit accountability for every Al
functions. preparation. investment.

Investment gate: only initiatives demonstrating clear executive value and measurable ROI
advanced into implementation planning.

The operating principle:
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12-MONTH ROADMAP

A phased transformation balanced
innovation with disciplined control.

Phase 1 Executive alignment and governance

Months 1-2 , . - - . .
Executive workshops established Al principles, policies, data protection requirements,

model oversight, cybersecurity standards, human accountability, vendor evaluation
criteria, and approval processes. A cross-functional Al Governance Committee was

formed.

Phase 2 Pilot and operational deployment

AL R Executive Al Assistants launched. Treasury analytics and FP&A automation were
initiated. Leaders began using secure conversational intelligence before broader
operational expansion.

Phase 3 Enterprise use-case expansion

A (R Compliance Intelligence, Contract Intelligence, automated board reporting, and
enterprise dashboards were introduced.

Phase 4 Optimization and scale

Months 9-12

Organization-wide rollout, continuous model validation, performance optimization,
governance maturity assessments, and executive adoption were completed.

Governance operating model: Finance, Risk, Compliance, Information Security, Legal, Internal
Audit, and Executive Leadership shared accountability for responsible deployment.
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Al GOVERNANCE CASE STUDY

Six enterprise intelligence capabilities

Executive Financial
Intelligence

o Executive summaries and board-ready
reports

e Financial trend analysis
e Strategic scenario modeling

e Emerging risk identification

FP&A Optimization

Automated forecasting and budgeting

Variance analysis

Economic scenario modeling

Investment decision support

Contract Intelligence

Vendor agreement review

Risk and obligation identification

e Renewal tracking

Procurement approval acceleration

Treasury Intelligence

e Liquidity forecasting
e Cash position monitoring
e Funding strategy evaluation

e Capital optimization and stress testing

Compliance Intelligence

Regulatory update monitoring

Policy alignment review

Compliance reporting

Audit documentation and remediation
tracking

Enterprise Risk Intelligence

Operational risk analysis

Key risk indicator monitoring
e Emerging trend identification

e Risk committee support

A secure executive dashboard unified finance,
operations, lending, treasury, cybersecurity,

compliance, and strategic initiatives - accessible
through
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EXECUTIVE Al ASSISTANTS

Al GOVERNANCE CASE STUDY

Ten role-specific assistants converted
enterprise data into decision support.

CEO Strategic Advisor

Synthesized enterprise performance, strategic priorities,

and board-level insights.

Treasury & Liquidity Assistant

Monitored liquidity, funding strategies, and cash
forecasting.

Risk Management Advisor

Identified operational and financial risk trends requiring
attention.

Contract Intelligence Assistant

Reviewed contracts, highlighted risks, and summarized
obligations.

Regulatory Reporting Assistant

Accelerated preparation of required regulatory
submissions.

CFO Financial Intelligence Assistant

Supported forecasting, planning, capital allocation, and
executive reporting.

FP&A Forecasting Assistant

Generated financial projections and scenario analyses.

Compliance Monitoring Assistant

Tracked regulatory developments and obligations.

Board Reporting Assistant

Prepared executive presentations, dashboards, and board
packages.

Al Governance & ROI Assistant

Monitored performance, compliance, adoption, and
financial return.

Control principle: every assistant operated as decision support - never as an autonomous decision-maker.
Human review remained mandatory for material financial, legal, compliance, and strategic decisions.
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GOVERNANCE & RISK CONTROLS

Trust was designed into every phase of
implementation.

Human
accountability

o Review of material
recommendations

e Executive ownership

e Governance committee
oversight

e Internal audit
participation

Third-party risk

Vendor risk assessments

Data protection
standards

Approval requirements

Ongoing review

Security & access

e Role-based access

e Encryption of sensitive
information

e Comprehensive audit
trails

e Cybersecurity review

Regulatory
readiness

e Policy alignment
e Evidence retention
e Audit documentation

e Remediation tracking

Model assurance

e Pre-deployment
validation

e Continuous performance
monitoring

e Bias and accuracy
testing

e Explainability
documentation

Operating
cadence

e Regular committee
reviews

e Governance maturity
assessments

e Performance
optimization

e Adoption monitoring

The controls did not slow adoption. They
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MEASURED OUTCOMES

Within twelve months, the operating model
delivered measurable gains across finance,
leadership, risk, and compliance.

BUSINESS AREA OBSERVED IMPACT RESULT
Financial performance Operating expenses in targeted administrative functions 23% reduction
FP&A Forecasting accuracy 33% improvement
Budgeting Preparation cycle 39% shorter
Board reporting Preparation time 46% reduction
Executive leadership Decision cycle speed 37% faster
Reporting operations Manual report preparation 68% reduction
Compliance Reporting effort 58% reduction
Legal Contract review time 41% faster
Risk Operational risk events 29% reduction
Treasury Reporting availability Near real time

Behavioral impact: leadership meetings shifted from reviewing historical information to
evaluating future strategic opportunities.

10
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FINANCIAL ROI

The transformation produced a compelling
value case and a repeatable investment
discipline.

ILLUSTRATIVE VALUE COMPONENT AMOUNT

Enterprise implementation $3.6 million
Annual administrative savings $4.8 million
Treasury optimization benefits $2.3 million
Productivity improvements $3.1 million
Compliance efficiencies $1.5 million
Risk reduction value $2.4 million

Estimated first-year business value

9 mo. 420%+ 10

Estimated payback period Projected three-year ROI Executive Al Assistants
deployed

The durable value was larger than the first-year
savings: leadership created a repeatable

framework for judging future Al investments by

11
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LESSONS LEARNED

Al GOVERNANCE CASE STUDY

Five principles turned Al from an IT project
into a strategic business capability.

Governance must precede
scale

Controls created the confidence required for
broader adoption.

Responsible Al is
multidisciplinary

Finance, legal, compliance, cybersecurity,

operations, risk, and audit all had defined roles.

Measure financial outcomes

Economic accountability generated stronger
alignment than technical capability alone.

Executive sponsorship is
essential

Visible ownership aligned functions and
accelerated decisions.

Position Al as an intelligence
partner

Employees adopted Al more readily when it
augmented expertise instead of threatening
replacement.

Keep humans in material
decisions

Professional judgment remained the final control
for consequential actions.

Bottom line: Al became a strategic business investment - not an IT project.

WHAT'S NEXT

Expansion priorities

Commercial lending analysis Customer relationship intelligence Fraud detection enhancement

Wealth advisory support Enterprise strategic planning

Stress testing Long-term forecasting

M&A analysis ESG reporting Capital planning

12
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Executive performance summary

METRIC FINANCIAL SERVICES RESULT
Annual cost savings 23% reduction
Productivity improvement 31% increase

FP&A forecasting accuracy 33% improvement
Treasury reporting speed Near real time
Board reporting cycle 46% faster

Decision speed 37% faster
Compliance reporting effort 58% reduction
Contract review time 41% faster
Operational risk events 29% reduction
Compliance improvement Very high

Risk reduction Very high

Executive Al Assistants deployed 10

Estimated payback period 9 months

Three-year ROI 420%+ (illustrative)

Responsible Al governance became a

- strengthening customer trust, regulatory
confidence, and shareholder value.

All financial figures, performance metrics, and organizational details presented in this case study are illustrative and intended to demonstrate
how SoverAlgn Solutions' Al ROl methodology can be applied within a regulated financial services environment. This representative example
illustrates measurable business outcomes while emphasizing responsible Al governance, executive oversight, and sustainable return on
investment.
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