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95% of AI pilots are failing. Enterprise adoption of AI fell from 13% to 12% in 2025. 

Because of this, financial services leaders are skeptical about AI: what they've encountered just isn't
transforming the business like it was promised it would.

The Financial Services AI Reality:

73% of financial services AI pilots never reach production
Regulatory compliance concerns delay 68% of AI implementations
Institutions that succeed move fast within guardrails, focusing on measurable outcomes over
technology demonstrations

This playbook addresses the specific challenges facing banks, credit unions, insurance companies,
wealth management firms, and fintech organizations navigating AI transformation in a heavily
regulated environment.

Alignment, Risk assessment, Platform, Governance, Use case identification

Days 1-30: Foundation & Regulatory Alignment

Power users and training and development

Days 31-60: Deployment & Operational Integration

Adoption acceleration and performance analysis and future planning

Days 61-90: Scale & Organizational Transformation
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Days 1-30: Foundation
The first 30 days are about focus and permission. You're not trying to transform everything. You're
proving that AI can work within your constraints.

Don't boil the ocean. Pick workflows where time savings are obvious and
measurable: regulatory reporting that takes days instead of weeks, risk analysis that
pulls from multiple systems automatically, customer communications that maintain
compliance while feeling personal. The key is choosing problems where success
is undeniable.

Identify 2-3 high-impact use cases.

Real value comes from AI that integrates with your core banking platforms, CRM,
and compliance systems. Choose platforms with pre-built connectors for financial
services tools. If you're spending months on custom development, you've already
lost momentum.

Set up data connections with existing systems.

Technology changes fast. Choose model-agnostic platforms so you're not locked
into one vendor. When the next breakthrough model drops, your workflows should
adapt instantly without months of renegotiation.

Set yourself up to be future-proof.

You need something that prevents customer PII from leaking to public models and
provides audit trails for regulators. It doesn't need to be perfect, but it needs to exist.
Make compliance the default, not an exception.

Establish governance protocols.

This isn't just an IT initiative. Identify champions in wealth management,
underwriting, compliance, sales, marketing, and operations. These are the people
who get excited about possibility and can bring others along. Give them dedicated
time to experiment.

Train power users across departments.
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Days 31-60: Deployment &
Operational Integration
The second 30 days are about proving value and building momentum. You're moving from "this might
work" to "this is working."

Build a KYC review assistant once, deploy it across all branches and business lines.
Build a claims triage workflow once, use it for every claim. Your business logic and
compliance rules stay consistent even as underlying technology evolves.

Create reusable workflows.

Take what your power users built and put it in the hands of the people doing
the work every day. Financial advisors using AI for client research. Underwriters
getting preliminary risk assessments. Compliance analysts automating regulatory
report generation.

Deploy AI workflows to operational teams.

Track time saved on specific workflows. A portfolio review that took 4 hours now
takes 45 minutes. A KYC process that took 3 days now takes 6 hours. Document
every AI interaction with full context for regulatory examinations. Show the
business impact and the compliance rigor simultaneously.

Measure early wins and document compliance adherence.
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Days 61-90: Scale & Organizational
Transformation
The final 30 days are about making AI infrastructure, not a project. You're moving from early adopters
to organizational capability.

The goal is 80%+ organizational adoption. Make it easy for people to start with pre-
built assistants for common tasks. Meet employees where they work with
integrations in Slack, Teams, and Outlook.

Accelerate everyone with AI, not just power users.

Look at what's actually driving value. Which assistants are people using daily?
Which workflows are saving the most time? Double down on what's working.
Celebrate it. Stop everything that isn’t. 

Draw major attention to winners you’ve found by analyzing
usage patterns.

One manageable platform beats dozens of point solutions. Consolidate your AI
spend. Get visibility into which users, assistants, and models are driving value. Don't
pay for user seats, pay for value created.

Optimize costs with usage-based pricing.

Document the winning approaches, workflows, and use cases—and plug that
documentation into an AI bot, so employees can ask AI how to better use AI (it really,
really works!)

Build internal AI competency and best practices.

See How This Accounting Firm Built 500+ AI Agents in 90 Days

http://www.elvex.com/resources/how-this-accounting-firm-built-500-ai-agents-in-90-days
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Next Steps: Beyond 90 Days

Predictive Analytics: Customer behavior modeling, risk forecasting
Automated Decision Making: Loan approvals, investment recommendations
Advanced NLP: Contract analysis, regulatory interpretation
Integration Expansion: Third-party data sources, external APIs

Advanced AI Capabilities (Days 91-180)

BONUS

The first 30 days are about focus and permission. You're not trying to transform everything. You're
proving that AI can work within your constraints.

AI Center of Excellence: Dedicated team for AI innovation and governance
Advanced Model Development: Custom models for specific business needs
Ecosystem Integration: Partner and vendor AI collaboration
Regulatory Leadership: Industry best practice development and sharing

Long-term Strategic Initiatives (6-12 Months)

Monthly Performance Reviews: Usage, efficiency, and satisfaction metrics
Quarterly Strategic Assessments: ROI analysis and roadmap updates
Annual Comprehensive Audits: Full compliance and effectiveness review
Ongoing Innovation: New use case identification and pilot programs

Continuous Improvement Framework
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The Path to AI-Native
Financial Services
The financial services institutions that will thrive in the next decade are those that successfully
integrate AI into their core operations while maintaining the trust, security, and regulatory
compliance that define the industry. This 90-day playbook provides a proven framework for achieving
that transformation.

1.Start with compliance and security as foundational requirements, not afterthoughts

2.Focus on measurable business outcomes, not technology demonstrations

3.Build organizational capability, not just deploy technology

4.Choose platforms designed for regulated industries from day one

5.Measure success through efficiency gains, quality improvements, and employee satisfaction

Key Success Factors:

Your 90-day transformation starts with a single decision:
to move fast within guardrails, focusing on felt outcomes that
matter to your business, your regulators, and your customers.

Book a Free AI Transformation Consultation

http://www.elvex.com/demo

