
Citi Wholesale Banking
Operating-Model & AI Productivity Opportunity Map

Context.  With  the  mandate  to  drive  AI  strategy,  operating  efficiency,  and  Citi's  expense-productivity  goals,  the  
wholesale franchise is where scale and process intensity make the biggest difference. Citi is targeting a 2026 RoTCE of  
~10–11% and an efficiency ratio around 60%, with roughly $2–2.5B of annualized run-rate savings still to capture and 
headcount reductions continuing through 2026. The institutional (wholesale) businesses — Services, Markets, and 
Banking — run the firm's highest-volume, most process-heavy operations, and Citi has already proven the agentic-AI 
productivity model internally. This brief maps (1) the key wholesale lines of business, (2) where the target operating 
model (TOM) should be optimized first, and (3) where AI can deliver step-change productivity gains.

1. Key wholesale lines of business
Citi's simplified model has five segments; three form the institutional/wholesale franchise — Services, Markets, and 
Banking — sitting alongside Wealth and U.S. consumer. The wholesale businesses share a common operations spine 
(client onboarding/KYC, reference and client data, trade and payment processing, reconciliations, settlement, collateral, 
controls, and regulatory reporting), which is where most of the addressable expense and AI opportunity concentrates.

Line of business Core sub-businesses Role & scale Ops intensity

Services Treasury & Trade Solutions (TTS)  — Payments incl. 
cross-border  /  international  payments,  Liquidity 
Management, Trade & Working-Capital Finance; and 
Securities  Services  —  Custody,  Asset  Servicing, 
Fund/Issuer Services.

The  firm's  highest-returning, 
capital-light  engine;  at 
decade-high  performance. 
TTS ~$3.9B/qtr; cross-border 
flows ~$105B/qtr.

Very high

Markets Fixed Income (Rates, FX, Credit/Spread, Commodities, 
Securities  Financing  &  Prime)  and  Equities  (Cash, 
Derivatives, Prime).

High-volume,  low-latency 
trading.  FICC  ~$4.5B  and 
Equities  ~$1.5B  in  a  strong 
quarter.

High

Banking Investment  Banking  (M&A,  Equity  &  Debt  Capital 
Markets),  Corporate  Banking,  and  Commercial 
Banking.

Relationship,  advisory,  and 
lending; rebounding strongly 
(M&A its best first quarter in 
a decade).

Document-  & 
approval-heavy

The two areas you and I discussed — Markets and international payments (the cross-border line within TTS/Services) — 
are both at the high-intensity end of this spine, which is exactly where operating-model redesign and agentic AI  
compound.

2. Where to prioritize target-operating-model optimization
TOM optimization means re-architecting how the work is structured, sourced, located, and run end-to-end — not just  
automating today's steps. I would prioritize the cross-LOB processes that carry the most expense, are most duplicated  
across Services / Markets / Banking, and are most regulatory-critical. In rough priority order:

• Client lifecycle management (onboarding, KYC/AML, periodic review).  The single largest and most duplicated 
wholesale operations cost pool, run differently across each business and geography. Consolidate into one cross-
LOB shared service — internal consolidation inside the bank’s perimeter, not the industry’s failed external-utility  
model — with a single client record and a shift to perpetual (event-driven) KYC.

• Reference  &  client  data  (the  golden  source).  Entity/legal-hierarchy,  instrument  and  reference  data  is  the 
foundation everything else scales on; fragmented data is the root cause of downstream breaks and rework.  
Consolidate ownership, lineage, and quality first — it is the enabler for every AI use case below.
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• Post-trade  /  trade  lifecycle  (Markets  +  Securities  Services).  Confirmations,  settlement,  reconciliations, 
exception/break management, and collateral are high-volume and exception-heavy. Standardize, raise straight-
through-processing (STP) rates, and industrialize exception handling.

• Payments operations (TTS / international payments).  Investigations, repairs,  sanctions/screening, and client 
inquiries are latency-sensitive and manual at the margins. Reducing repairs and screening false-positives directly  
improves both cost and client experience in the cross-border line.

• Regulatory  reporting,  controls  &  the  transformation  program.  Citi's  multi-year  remediation  and  controls 
obligations are a major, durable expense. Automating control testing, evidence generation, and data lineage is 
both a cost and a risk win.

• Software & technology delivery (SDLC). The engineering cost base across the wholesale tech estate. Standardize 
golden-path delivery, decommission legacy relentlessly, and modernize mainframe/legacy code — the same lever 
Citi is already pulling with AI code review.

• Client service & middle-office operations. Inquiry handling, servicing, and documentation across corporate and 
institutional clients — high-touch work ripe for copilot-style augmentation.

Operating principle: standardize → simplify → consolidate into shared utilities → automate → mutualize across the  
three wholesale businesses, with managed-service models for non-differentiating processes. This is the path to the 
~60% efficiency ratio and the $2–2.5B run-rate savings target.

3. Where AI can deliver quantum-leap productivity
Citi has already proven the model: AI-driven automated code review is reported to have created roughly 100,000 hours 
of weekly developer capacity, ~30,000 developers have GenAI coding tools, and Citi Stylus Workspaces is now agentic — 
collapsing multi-step workflows into a single automated flow on Google Gemini and Anthropic Claude. The step-change 
comes from moving beyond copilots to agentic automation of end-to-end wholesale workflows, grounded in Citi's 
own data and wrapped in bank-grade governance. One reading discipline applies to every figure that follows: AI first  
creates  capacity;  it  becomes  P&L  only  through explicit  redeploy-or-release  decisions  — the  estimates  are  gross 
potential, not booked savings. Mapped to the TOM priorities above:

Opportunity What agentic AI does The productivity leap

Engineering & SDLC Spec-driven development, agentic code/test generation, AI 
code review, and legacy/mainframe modernization (code 
translation, documentation).

Extends  Citi's  proven  ~100K 
developer-hours/week;  faster, 
cheaper  change  across  the 
wholesale tech estate.

KYC & onboarding Document  ingestion,  entity  resolution, 
adverse-media/screening triage, perpetual KYC, and auto-
drafted KYC narratives with QC.

Collapse onboarding from weeks to 
days; cut analyst effort and rework 
across all three businesses.

Payments & trade exceptions Agentic  investigation and repair  of  payment  exceptions 
and  trade  breaks;  root-cause  analytics  on 
failure/escalation  patterns;  screening  false-positive 
reduction.

Lift  STP  rates  and  shrink  manual 
repair queues in TTS and post-trade; 
fewer  escalations,  lower  cost-per-
item.

Reconciliations & controls Automated  break  resolution,  AI  control  testing  and 
evidence  generation,  regulatory-change  interpretation, 
and data-lineage automation.

Reduce  reconciliation  and 
remediation  cost  while 
strengthening  the 
transformation/controls program.

Client servicing & ops Agentic  inquiry  handling,  SWIFT/MT  message 
interpretation,  and  next-best-action  copilots  for  the 
middle office.

Deflect and accelerate servicing; free 
middle-office  capacity  for  higher-
value work.

Banking & Markets knowledge 
work

Generation  of  pitch  books,  CIMs,  and  credit  memos; 
research synthesis;  trade surveillance — via Stylus-style 
assistants.

Compress analyst document cycles; 
augment  coverage,  credit,  and risk 
teams.
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The discipline that makes this safe in a bank — responsible-AI governance, model-risk management, evaluation, and 
human-in-the-loop on regulated decisions — is the difference between a pilot and production. That governance is the 
gating factor, not the model.

4. A first-90-days frame — a discussion starter, not a prescription
You and the team have the inside view, and much of this will already be in flight. What follows is one outside-in way to 
sequence the start — offered purely as something to react against, with every figure a rough order of magnitude.

Weeks 1–4 — listen and baseline. The credibility of every later number rests on a baseline the organization agrees with. 
Questions the team likely already has in flight:

• Where does straight-through processing break most, by flow and by business — and what does each break cost?

• What is the exception aging profile in payments and post-trade, and the cost per case?

• How much capacity have the AI tools already deployed (code review, Stylus) actually created — and where was it  
redeployed?

• Which client- and reference-data gaps block the next wave of use cases?

• What evidence will Model Risk and Compliance expect before autonomous — not copilot — steps are allowed in 
regulated flows?

Weeks 5–8 — one or two lighthouse wins.  The candidates scoring highest on certainty and in-year visibility in this 
analysis:  scaling the proven SDLC lever across the wholesale estate, and agent-assisted investigation of payment  
exceptions in the cross-border flow — drafting repairs and rationales for human sign-off. Small enough to ship inside a 
quarter, visible enough to anchor the broader mandate.

Weeks 9–12 — lock the scaling frame. A one-page scorecard the franchise can report upward (run-rate captured vs. the 
$2–2.5B target,  STP by flow, exception aging and cost per case, capacity hours redeployed, adoption, model-risk 
approval cycle time); a self-funding logic where early savings finance the next wave; and the governance pattern pre-
agreed with Model Risk — in time to shape the 2027 plan.

Illustrative by design: the real sequence, numbers, and scorecard belong to you and the team. The intent is only to show, 
concretely, where hands-on outside help could contribute from week one.

5. The questions this analysis should be asked
A serious review will — and should — attack this brief. The challenges below are the ones it expects, answered 
plainly. Several are conceded outright; the concessions are the point, and each maps to something the weeks 1–4 
baseline settles with internal data.

“The headline potential exceeds Citi’s entire $2–2.5B savings program — overreach?”
A fair challenge — and the reason the headline is stated as gross capacity-plus-expense potential rather than savings. 
The committed program is a net figure over a defined window; the estimate here sits before overlaps between rows, 
investment cost, and redeploy-or-release decisions. The honest claim: AI is one lever capable of carrying a large share 
of the committed number — not a new number on top of it.

“The 100,000 hours a week is capacity, not P&L — the analysis conflates the two.”
Conceded — and the distinction is the whole game. Capacity becomes P&L only through explicit decisions: released 
positions, avoided backfills, reduced vendor and BPO spend, or redeployment into revenue work (which surfaces as 
operating leverage rather than expense). The proposed scorecard carries ‘hours redeployed vs. released’ as a first-
class metric for exactly this reason.

“Citi does not disclose operations cost by process — where do the pools come from?”
Triangulated from disclosed segment expense, industry cost-structure studies, and peer analogs — rough order of 
magnitude by design. The sliders exist so every pool can be replaced by internal data the team already holds. Any 
single number should be expected to move materially; ranking and direction are the robust part.

“The eight rows double-count — KYC, screening, and controls overlap.”
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They do. The portfolio view is presented as a landscape, not a sum — gross, overlapping potential rather than an 
additive total. A bottom-up build on internal data nets the overlaps in weeks — which is the weeks 1–4 baseline 
exercise.

“The benchmarks are survivor stories — Klarna walked back its agent claims, and HSBC’s screening result is classic 
machine learning, not agentic AI.”
All true. Benchmarks are used as bounds on what has been achieved somewhere, not forecasts for Citi — the 
modeled savings rates sit deliberately below them. The failures are design inputs too: Klarna’s over-automation of 
judgment work is precisely why human-in-the-loop tiers gate every regulated or judgment-dense step here.

“Consent orders on data and controls are still open — autonomous agents in sanctions flows is reading the room 
badly.”
Agreed — and the sequencing says so. The first wave is SDLC plus agent-assisted investigation that drafts repairs and 
rationales for human sign-off; no autonomous action in regulated flows. Autonomy earns its way in through low-risk, 
reversible steps, against an evidence bar Model Risk and Compliance define. The reference-data work the orders 
require is the same foundation these use cases need — complementary programs, not competing ones.

“There is no cost-to-achieve and no J-curve — what does this cost?”
Deliberately out of scope for an outside-in brief: cost depends on build-vs-buy, platform reuse, and restructuring 
choices only internal planning can make. Directionally, programs of this shape run net-negative for 12–24 months 
before crossover, and the self-funding logic in the 90-day frame — early lighthouse savings financing the next wave — 
is how the curve stays shallow. A credible investment case is a weeks 9–12 output, not a pre-meeting guess.

“Cross-LOB KYC consolidation has a graveyard — the external utilities failed.”
They failed on liability, jurisdiction, and data ownership. What is proposed is internal consolidation — one client 
record, one policy engine, a shared service inside the bank’s own perimeter — which is exactly the design those 
failures argue for.

Why this is executable now — and where I'd add value

This is precisely the intersection I work at. I have designed AI-augmented software-delivery (SDLC) workflows for one of 
the largest U.S. banks, built an agentic-AI platform end to end, and delivered an LLM customer-experience analytics  
solution (on Google Vertex AI) that diagnoses why service interactions escalate — the same root-cause pattern that 
drives payment exceptions and trade breaks. I pair that hands-on AI delivery with genuine banking-regulatory grounding 
(transformation  work  at  the  U.S.  OCC  and  SEC;  a  certified-banker  credential)  and  two  decades  of  enterprise  
transformation at scale. In short, I can bridge AI strategy, hands-on delivery, and the controls a bank requires — and help 
turn Citi's proven internal AI momentum into measurable wholesale operating-efficiency and expense-productivity 
gains.

Basis: this is an external perspective drawn from Citi's public disclosures and reporting (2025–2026 earnings, investor materials, and press releases). Figures  
are directional and used to frame opportunity, not as internal estimates.
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