Citi Wholesale Banking
Business Transformation & Operating-Leverage Map

The operating-leverage review — an output of the transformation delivery loop - Q2 2026 cycle - a discussion starter

Context. The capacity map — this review's sibling instrument in the delivery loop — shows where agentic Al creates
capacity across Citi's wholesale operations: eight opportunities, $1.5-3.0B of gross capacity-plus-expense potential at
maturity. This review asks the question that follows the capacity up the house: how does it become business value — a
structurally lower unit cost, a faster revenue cycle, a credible path to the targets Citi has now put in public? The lens
shifts for a reason. With the productivity agenda anchored in the CFO organization — an operator CFO reviewing a
portfolio of 100+ processes mapped for automation weekly with the COO and technology leadership, and “returns
discipline” stated as the first principle — the bar an initiative must clear reads differently: not “does the technology
work?” but “when does it bank, and on whose line?” Everything below is framed for that bar — and, as before, offered
as a discussion starter with rough orders of magnitude, not a prescription.

1. The context has changed — three facts set the frame

The turn is delivered. Q2 2026 was a record: revenues of $24.8B (+14%), expenses of $14.2B (+5%), more than 9 points
of positive operating leverage, net income of $5.8B (+45%), a 13.0% RoTCE and a 57.4% efficiency ratio — with the $30B
buyback launched and the dividend raised 12%. The “can Citi fix itself” discount is closing; the conversation has moved
on.

The next chapter is committed — in public. Investor Day (May 7, 2026) set the arithmetic: revenue compounding at
mid-single digits, ROTCE of ~11-13% in 2027-28 and ~14-15% over the medium term, an efficiency ratio below 55%,
~$5B of cumulative incremental investment through 2028, and the near-term elimination of roughly half of
transformation expenses. Every one of those numbers is an operations statement: expenses must grow materially
slower than revenue, every year, through an investment cycle.

The machinery has moved to the finance chair. An operator CFO since March; 100+ processes mapped for automation
and reviewed weekly with the COO and technology leadership; more than $800M of severance taken year-to-date with
headcount at 219,000; roughly nine in ten employees on the firm's Al tools. Productivity is now run as a portfolio with
P&L accountability — no longer a collection of technology projects.

The durability question. Q2's operating leverage was revenue-led — a +14% quarter does the heavy lifting, and a
strong Markets tape flatters any ratio. The Investor Day targets assume mid-single-digit revenue; the year Markets
normalizes, the ratio is carried by the expense line or not at all. Separating the revenue-led from the productivity-
led share of operating leverage — and growing the second — is the difference between a good quarter and a
structural sub-55%. That is a business-transformation problem; technology is the instrument.

2. From capacity to P&L — the four currencies

The capacity map's reading discipline is unchanged and worth repeating: Al creates capacity; capacity becomes value
only through explicit decisions. This review names the four currencies in which that value can be denominated —
because “savings” is only one of them:

e Expense — release. Released positions, avoided backfills, reduced vendor and BPO spend, location-mix shifts. The
only currency that lands directly on the expense line — and the one severance has been buying. The transformation
task is converting one-off severance into a structurally different shape.

e Operating leverage — redeploy. Capacity moved into growth work: volume absorbed without hiring, expenses held
flat while revenue compounds. Invisible as “savings,” decisive for the ratio — and the currency most of the ~100K
weekly developer-hours are currently paid in.
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e Revenue speed — enable. Onboarding cycle time is time-to-first-revenue; payment certainty and exception latency
are client experience, which is share of wallet in Services. Small percentages on a wholesale franchise running
~$15.3B a quarter — 62% of firm revenue — outweigh large percentages on the cost base.

e Risk & remediation productivity — protect. Cheaper, faster, audit-ready evidence and higher validation
throughput protect the planned roll-off of transformation expense — the same roll-off that part-funds the
investment envelope. “A large body of work passing internal audit validation,” per the Q2 call, is a trajectory to
defend, not just report.

Operations run as a cost center (current) Operations run as a business (target)

Cost grows with volume

Quality by inspection — layers of checkers

Productivity as events — severance waves

Capacity claims by anecdote

Ops improvements sold as technology projects

3. Where the P&L moves — five business levers

Cost decoupled from volume — the unit-cost curve bends

Quality by design — exceptions prevented; evidence

generated as a by-product

Productivity as an annuity — unit cost falls every year, by

design

One scorecard reconciling capacity created with P&L booked

Ops improvements priced in business outcomes — cost,

speed, risk, growth

The eight opportunities in the capacity map are the supply side — where capacity comes from. The five levers below are
the demand side — where that capacity lands as business value, on whose line, measured how. Sizing is unchanged
from the capacity map: gross, overlapping, one lever inside the committed program — not additive to it.

What changes Where it lands Measured by

1 - Unit cost-to-serve
— payments & post-
trade

2 - Onboarding &
KYC as a revenue
accelerator

3 - Remediation &
controls productivity

4 - Workforce shape
— severance into
structure

5 - Technology unit
economics

Agent-assisted exceptions,
investigations and reconciliations
bend cost per payment and per
trade; STP rises

Cycle time from weeks to days;
periodic-review cost per file falls

Evidence generation, control testing
and data lineage automated;
validation throughput per dollar rises

Redeploy-or-release run as a
managed process with finance co-
sign; severance buys a different
shape, not a smaller copy

The proven ~100K weekly developer-
hours priced as change capacity:
more change per dollar; faster legacy
decommissioning
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Services & Markets expense;
client experience in the cross-
border line

Wholesale revenue (time-to-
first-revenue, lower
abandonment) + cross-LOB
ops expense

Transformation-expense
glidepath (the planned ~50%
roll-off) and audit outcomes

Expense line; spans & layers;
location mix

Technology expense;
productivity of the ~$5B
investment envelope

Cost per item by flow - STP
rate - exception aging

Time-to-revenue - WIP aging
- cost per KYC file

Cost per validated milestone
- evidence cycle time - re-
work rate

Hours redeployed vs.
released - backfill rate -
structural vs. cyclical saves

Change throughput per $ -
decommission rate - run-cost
per application
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The mapping back to the capacity map is direct: Lever 1 draws on opportunities #2, #4, #5 and #8; Lever 2 on #3; Lever 3 on #6;
Lever 5 on #1. Lever 4 is different in kind — it is the bridge that makes any of the others bank, which is why it is a lever here and
a caveat there.

4. The self-funding arithmetic

Scale first. Expenses annualize to roughly $57B against a ~$99B revenue run-rate — so each full point of efficiency ratio
is worth on the order of $1B. Holding revenue flat, the walk from 57.4% to below 55% is ~$2.5B of expense; in practice
mid-single-digit revenue growth carries part of it, but a down-revenue year puts the full weight on the expense line. The
magnitude is not a coincidence — it is the same $2-2.5B run-rate program the firm has been describing, seen from the
ratio side.

The J-curve, honestly. Programs of this shape run net-negative for 12-24 months. The sequencing answer is unchanged
from the capacity map: lighthouse-first with in-year visibility, early saves financing the next wave — drawn inside the
~$5B envelope, not incremental to it. Funding sources, in order of credibility: transformation-expense roll-off as
validation completes; making the >$800M of severance structural through backfill discipline; vendor and BPO
rationalization; then growth absorbed without hiring.

The returns-discipline test. Every initiative carries either a dated capacity—=>P&L bridge co-signed by finance, or an
explicit redeploy destination with a named revenue owner. Anything that can produce neither is a science project —
however good the demo.

5. One scorecard, three altitudes

The instrument that holds the whole map together is a single scorecard read at three altitudes — the same artifact
serving the earnings narrative, the operating review, and the investment committee:

m The question it answers Sample metrics

Impact — the Street's Is the ratio path credible? Efficiency-ratio trajectory toward <55% - operating-leverage
view points, split revenue-led vs. productivity-led - RoTCE bridge
contribution

Results — the Are the flows structurally cheaper Unit cost-to-serve by flow - STP rate - onboarding time-to-
operating view and faster? revenue - hours redeployed vs. released - validated-
milestone throughput

Resources — the Is the envelope earning its keep? Investment drawn vs. the ~$5B envelope - adoption-in-
portfolio view workflow (beyond nine-in-ten access) - model-risk approval
cycle time - severance-conversion ratio

Cadence: the weekly 100-process review is the natural home of the Results altitude. Quarterly, the scorecard reconciles
capacity claimed with P&L booked — the reconciliation the Street will eventually ask for, and the cleanest artifact to
bring when it does.

6. A first-90-days frame — the business edition

The capacity map's 90-day frame stands; this is the same skeleton with the business questions in front. You and the
team have the inside view, and much of this is likely already in flight — offered, as always, purely to react against.

Weeks 1-4 — baseline the P&L of operations. Cost per unit by flow (payment, trade, exception, KYC file); what capacity
deployed Al has already created and where it went; the remediation-spend trajectory against the roll-off plan; and the
honest split of H1 operating leverage into revenue-led vs. productivity-led.
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Weeks 5-8 — bank two conversions. Rather than new pilots: take two places where capacity already exists but has not
banked — the SDLC hours, one exception queue — and run the redeploy-or-release decision end-to-end with finance
co-sign. Proving the bridge converts is worth more than ten pilots proving the technology works; that part is no longer in
doubt.

Weeks 9-12 — lock the operating rhythm. The three-altitude scorecard into the 2027 plan; the self-funding rules; the
productivity-led share of operating leverage installed as a standing metric for Investor Day follow-through.

Week-one questions — likely already in flight. (1) Of the 100+ processes mapped, which carry a dated
capacity—>P&L bridge today? (2) What did the >$800M of severance buy structurally — which shapes changed, and
what is the backfill rate? (3) Where did the ~100K weekly developer-hours go — and who signed the destination?
(4) What is the cost per validated transformation milestone, and which way is it trending? (5) Which two flows, if
unit cost fell 20%, would clients feel first?

lllustrative by design — the real sequence, numbers, and scorecard belong to you and the team.

7. The questions this analysis should be asked — business edition

Same rule across the system: a serious review will — and should — attack this. The challenges below are the ones it
expects, answered plainly; several are conceded outright, and the concessions are the point.

“Operating leverage is already above 9 points — why does this need a program?”

Because it is revenue-led. A +14% revenue quarter flatters any ratio; the durable part is the productivity-led share, and
today that share is not separately measured — which is precisely the weeks 1-4 exercise. The program exists for the
normalized year, not the record one.

“Efficiency already beat the full-year guide — won't the targets take care of themselves?”

A guide beaten in a record-revenue half is not a structural floor. Sub-55% implies expenses growing materially slower
than mid-single-digit revenue every year through an investment cycle — which holds in a down year only if unit costs are
structurally lower. Revenue can deliver the 2026 guide; only cost structure delivers the medium term.

“This is the capacity map's $1.5-3.0B re-labeled.”

Deliberately. The sizing is unchanged and still gross, overlapping, one lever inside the committed program. What
changed is the question — from where capacity is created to where it banks and who signs. A different lens on the same
object, because the object's owner now sits in a different chair.

“Capacity vs. P&L is still the weak joint.”

Conceded — it is the whole game, which is why the bridge itself is a lever here (Lever 4) and “hours redeployed vs.
released” stays a first-class metric. The capacity map argued the distinction; this review proposes running it as a
managed process with finance co-sign.

“Severance is doing the work — why layer transformation on top?”

Severance is an event; the annuity is the unit-cost curve. The test of whether >$800M bought structure is the backfill
rate and whether spans, layers, and location mix actually changed. Without the redesign, severance is a pause, not a
floor.

“Why should this sit with the CFO organization rather than the businesses?”

The cost pools are cross-business, the four currencies reconcile only on one scorecard, and returns discipline is a finance
instinct — the weekly 100-process review suggests the organization has already decided. The businesses own the flows;
the CFO organization owns the arithmetic. The scorecard is where the two meet.
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“The revenue-speed claims are soft.”

Conceded as second-order until measured. Time-to-first-revenue and onboarding abandonment make them hard; both
sit in the weeks 1-4 baseline. They stay on the map because in Services the client-experience effect compounds — but
nothing in the arithmetic depends on them.

Where outside help fits

The intersection this map requires — P&L narrative, hands-on Al delivery, and bank-grade controls — is a rare one, and
it is the one this work comes from: Al-augmented software-delivery (SDLC) workflows designed for one of the largest
U.S. banks; an agentic-Al platform built end to end; an LLM customer-experience analytics solution (on Google Vertex
Al) that diagnoses why service interactions escalate — the same root-cause pattern behind payment exceptions and
trade breaks; regulatory grounding from transformation work at the U.S. OCC and SEC alongside a certified-banker
credential; and two decades of enterprise transformation at scale. The offer is unchanged across the system: react
against this in a working session — hours, not weeks — and keep whatever survives contact with the inside view.

Basis: an external perspective built from Citi's public record — Q2 2026 results and reported earnings-call remarks (July 14, 2026), Investor
Day 2026 materials (May 7, 2026), and press releases. Figures are directional, used to frame discussion, and are not Citi projections. Sibling
instrument, same cycle: “Citi — Wholesale Al & TOM Opportunity Map” — the loop's capacity map, where opportunity sizing lives; it is
unchanged here.
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