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Why Al Initiatives Stall in
Financial Services and How
to Fix the Operating Model

This executive brief explains why Al initiatives stall in financial services and
defines a practical, governed operating model for moving from enterprise

information to decision-ready outputs and agentic workflows.
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Al Ambition vs. Al Reality
IN Financial Services

Across financial services, Al is widely viewed as a critical lever for
improving customer satisfaction, strengthening risk management,
and automating operations.

However, many Al initiatives fail to move beyond experimentation.
Proofs of concept stall. Models struggle to reach production. Even
when insights are generated, they often arrive too slowly or fail to
inspire enough confidence to influence real outcomes.

The problem is not a lack of ambition, talent, or investment. Al
remains stuck because most financial institutions lack a governed,
end-to-end way to move from fragmented enterprise information
to operational workflows that teams can trust and act on.

Until that path exists, valuable information stays trapped in legacy
systems, any generated outputs are hard to verify, and insights
remain disconnected from the day-to-day decisions they are
meant to support.

The Real Bottleneck: Fragmented Data, Teams, and Tools

Messy, unstructured data is a familiar challenge for financial institutions seeking to use Al. The deeper
bottleneck is fragmentation across the Al lifecycle itself, spanning data, teams, and tools.

This fragmentation shows up in three interconnected ways:

These forms of fragmentation reinforce one
another. Even after data is cleaned or models are
built, institutions often lack a unified, governed
Q workflow that enables internal experts to
validate Al outputs, align on interpretations, and
- confidently use results in day-to-day decisions.
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Why Current Approaches Fall Short

Most Al adoption strategies in financial services fail for the same reason: they address individual
components of the problem, but not the full path from information to action.

This is reflected in the common approaches organizations pursue, each of which breaks down in
a different way:

Internal builds can eventually deliver results, but they require long timelines, significant
engineering investment, and sustained cross-team coordination. In practice, value often arrives
only after business priorities, data conditions, or regulatory requirements have shifted.

Cloud Al and machine learning platforms offer powerful capabilities for technical teams, but they
often lack the governance, collaboration, and workflow integration needed for non-technical
stakeholders to act on Al outputs confidently.

Generative Al tools can produce outputs quickly and easily for non-technical users, but without
embedded oversight and validation, they introduce material risk. In regulated environments,
black-box Al outputs remain difficult to explain, verify, and operationalize with confidence.

Traditional business intelligence dashboards surface historical information, but they are
largely static, depend on ongoing manual effort, and rarely translate analysis into automated or
decision-ready workflows.

Individually, these approaches deliver value, but collectively,
they leave financial institutions without a practical, governed
way to operationalize Al at scale across the full lifecycle, from
inputs to outcomes.



NovaceneAl's Unified Approach

A unified, governed Al operating model addresses this gap by owning the full path from enterprise
information to decision-ready outputs. NovaceneAl is built around this model, enabling institutions to prepare
data, validate outputs, and operationalize Al within a single platform.

End-to-End Governance: Data Privacy & Security + Secure Deployment Opticns +

Access Control & Auditability + Al Governance + Data Residency & Sovereignty
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NovaceneAl connects to existing
systems and transforms structured
and unstructured enterprise data
into Al-ready, agentic workflows
that support analysis, validation,
and decision-making.

This approach allows institutions to
prepare information for Al without
large-scale modernization efforts
or added strain on internal data
teams. Data readiness is a core
capability of the platform within

a broader, governed operating
model.

In regulated environments such
as financial services, Al adoption
depends on governance being
built into everyday workflows.
Oversight cannot be added after
the fact or handled outside the
process.

NovaceneAl enables human-in-
the-loop governance by allowing
internal subject matter experts
across risk, compliance, operations,
and other business teams to review
and validate Al outputs as work is
performed.

This ensures that Al outputs can
be explained, reviewed, and used
with confidence, while remaining
aligned with institutional policies
and regulatory requirements.

NovaceneAl supports decision-
making through agentic workflows
that integrate directly into existing
processes. Rather than relying

on static reports, teams receive
alerts, patterns, summaries,

and recommendations as new
information becomes available.

These workflows autonomously
adapt to changing contexts.
Instead of following fixed rules

or pre-defined logic, the system
adjusts its outputs based on

the situation at hand, drawing

on historical evidence and prior
outcomes to recommend the most
relevant next actions.

By handling data preparation,
governance, and execution within
a single workflow, institutions

can move from experimentation
to production use with greater
confidence and less operational
friction.



Proof From Al-Mature Industries

NovaceneAl's operating model has been applied in complex, regulated environments where data quality,
governance, and accountability are critical. These deployments illustrate how a unified, human-governed
approach to Al can deliver operational value without compromising oversight.

Consulting and cybersecurity: At KPMG, NovaceneAl
automated portions of security operations, reducing
alert triage time from minutes to seconds while
maintaining human oversight and governance.

Global procurement operations: At Unilever,

the platform supports advanced forecasting by
combining structured enterprise information with
market sentiment and external sources.

Government and public sector: Working with

the Government of Canada, NovaceneAl has
supported Al-driven risk analysis frameworks and
governance-heavy workflows in environments with
strict compliance and audit requirements, including
nuclear energy, mining, and law enforcement.

Implications for Financial Services Leaders

For financial institutions, a unified, governed Al operating model changes how Al initiatives are evaluated and
deployed. Rather than treating Al as a series of disconnected projects, leaders can focus on where Al fits into
real operational workflows.

This enables:

Faster progression from experimentation to
production use, without sacrificing governance
Al workflows that can be reviewed, explained,
and trusted by business and risk stakeholders
Reduced operational burden on data and
analytics teams by minimizing fragmented
tooling and handoffs

More timely, decision-ready outputs across
customer experience, risk, and operations

Most importantly, it allows business and risk leaders

to engage with Al initiatives confidently, knowing that
oversight, accountability, and execution are built into
the process.




Governance

How NovaceneAl® Safeguards the Privacy and Security of Customer Data

NovaceneAl combines independently audited security controls, flexible deployment options, and
comprehensive Al oversight to accelerate Al adoption without compromising governance. The platform is
engineered for organizations that demand control, compliance, and confidentiality.

Compliance

Independently audited SOC 2 Type Il controls
validate the design and consistent operation of
security, availability, and confidentiality safeguards;
attestation is available under NDA.

Data Privacy & Security

Customers retain ownership of their data and any
outputs derived from it. Customer data is encrypted
in transit (TLS 1.2-1.3) and at rest (AES 256 or
stronger), with cryptographic materials managed
under documented controls.

Al Governance

Provider Choice

Use commercial, in cloud, or

fully local on disk models, each
configured to block data retention
and prevent model training on
customer information.

Data Residency & Sovereignty

Deploy in the region of choice to meet residency
and sovereignty requirements, ensuring that data
processing, storage, and telemetry remain fully
confined to the selected jurisdiction for compliance.

Explainability & Traceability
Gain clear, human readable
output rationales together
with NovaceneAl Traces™ for
full visibility into data lineage,
orchestration and cost.

Full details about NovaceneAl's governance
can be found at www.novacene.ai/governance

Deployment & Hosting Options

Run NovaceneAl on premises, in a customer
managed cloud, as single tenant, or air gapped /
offline. The platform is fully containerized and cloud
agnostic to support tightly controlled environments.

Access Control & Auditability

Granular role and group based access controls
restrict data visibility and permitted operations for
authenticated users. Administrative and user activity
is logged with actor, action, timestamp, and context
and retained per policy for authorized review.

Guardrails & Oversight

Apply policy based guardrails,
human in the loop reviews, and
ethical Al controls that generate
audit ready evidence for
compliant operations.

Backup & Disaster Recovery

Backups follow a defined cadence and retention
policy, stored redundantly for resilience, with verified
recovery that supports full rebuilds or targeted
restores to maintain continuity.
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A Disciplined Path to Getting Started

NovaceneAl is designed to operate within existing systems and governance structures, without requiring
broad transformation or internal rebuilds.

Financial institutions can begin by applying this operating model to a single, high-value workflow.

A typical NovaceneAl engagement includes:
Identifying a high-value operational workflow
Defining clear success criteria tied to business and risk objectives
Launching a time-bound proof of concept
Validating outputs with internal business, risk, and compliance stakeholders

Operationalizing validated workflows in production

This approach allows institutions to assess fit and impact before expanding adoption. Leaders interested in
whether this operating model aligns with their organization can engage NovaceneAl to explore potential use
cases within existing systems and governance frameworks.

Let's Work Together

Reach out to us for a consultation. We are here to help you get the most from Al.

For more information, or to request a demo, please contact us at solutions@novacene.ai, call (800) 717-0814
or visit www.novacene.ai/finance
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