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One of the first financial institutions to really embrace generative AI



❤



How do we really get a better grip 
of what it means to operate at 
scale in an AI-powered world?

Their question:



~300 of their 
financial advisors
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They put guardrails* on this thing so it 
wouldn’t hallucinate and create false data.

* guardrails: In this context, a programming feature that allows or instructs generative AI not to follow certain commands 
or perform certain tasks, for example copying someone’s work or their creative style, or generating hate speech.



A simple way for advisors to ask questions relevant to their work. Allowing 

them to be more productive and solve problems more quickly for clients.



Source: OpenAI, 2023



This begins to change the definition of 

“work” for an advisor.



Generative AI is at its best 
when it is amplifying the 

abilities of people.



Collaborator

Co-Creator

Co-Intelligence



…but let’s push this a little further out.



 Imagine each advisor feeds those client insights to 
an AI agent that goes beyond answering questions…



…the agent reads the news, reasons, decides, and trades around 
the clock on the client’s behalf, within guardrails the advisor sets.



…the agent reads the news, reasons, decides, and trades around 
the clock on the client’s behalf, within guardrails the advisor sets.

Yes, this scenario is fictional.



But not for long.

Researchers recently built and tested a system called HedgeAgents—a team 
of AI-powered traders modeled on how human hedge fund teams operate.





Each AI specialist was responsible for specific asset classes, such as stocks, 
Bitcoin, and foreign currencies, and was overseen by an AI ‘fund manager’.



Over three years, this team of AI agents 
delivered (simulated) returns of about:

70
ANNUALLY

400
TOTAL
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Preventing 
Information Leakage

• Ensured agents only used 
relevant, permitted data 
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avoid using unintended 
information
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RISKS & CHALLENGES:

Preventing 
Information Leakage

• Ensured agents only used 
relevant, permitted data 

• Carefully designed prompts to 
avoid using unintended 
information

 Managing 
Market Volatility

• Agents excelled overall, but 
sudden market swings remained 
challenging 

• Needed rapid coordination to 
respond effectively

Balancing AI 
Power and Cost

• Larger AI models made more 
aggressive—and riskier—
decisions 

• Stronger models increased 
effectiveness, but also raised 
operational costs



AI agents don’t just boost knowledge—they 
scale real-world actions beyond human limits. 



AI agents don’t just boost knowledge—they 
scale real-world actions beyond human limits.  

But to use them safely, thoughtful oversight 
and clear guardrails are essential.
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The Foundation: 

Generative AI



Let’s self assess. Which number are you?
1. What is generative AI? 

2. I’ve heard of generative AI and have a basic 

understanding. 

3. I’ve used generative AI tools (like ChatGPT) a few 

times before. 

4. I regularly use generative AI tools (like ChatGPT). 

5. Move over, I am a generative AI expert!



Where is your institution on the AI Agent journey?

Exploration. 
Individual employees experimenting with AI 
tools, but no official agent adoption.1.
Initial Implementation. 
Using basic agents for narrow, low-risk tasks.2.
Strategic Integration. 
Building or deploying AI agents that handle 
complex workflows autonomously.3.



3

Where is your organization?

Individuals are 
using it on their 
own

Basic integration of 
low-risk company-
wide tool (ie meeting 
notes)

Building/buying 
custom integrated 
software

1 2



                                Generative AI .                                              
(the genre) .

                                GPT4o 
                                                           (the model)

ChatGPT 
(the interface)

                       Artificial 
Intelligence                                                   

(the discipline)





ChatGPT ChatGPT 
Mechanics Generative AI



THE CLOSE UP
ChatGPT



What is it?



ChatGPT is a website where you chat with a robot.ChatGPT is a website where you chat with a robot.















Hallucinations happen.





PANNING BACK
The Mechanics of ChatGPT



ChatGPT

GPT (Model)

ChatGPT is an interface.



ChatGPT uses varieties of a few Foundation Models: 
For example, GPT4o and o3

🤓



“Foundation Models” = Pre-Trained Models

GPT

Extremely expensive and difficult to create. 
There are only a few commonly used ones that everyone builds on top of. 

99% of other Al companies and services are building on top of these.

Claude Gemini Mistral Llama

Midjourney Dall-E Runway



The major models have become multi-modal.



And are becoming more individualized over time.

Let’s think 
this through.

Give me all 
you’ve got.

Perchance to 
dream?

Open for all!



Pre-Training needs a lot of data. 
Like the whole internet’s worth of data.



Source: Mirella Lapata, University of Edinburgh, 2023.



We’re running out of data. Where can we go?



We’re running out of data. Where can we go?

Industry:



ChatGPT (GPT-3) vs GPT-4



GPT4o vs GPTo1



From GPTo1 to GPTo3



“Assume this is the 
worst AI you’ll ever use.”

- Ethan Mollick



THE WIDER SHOT
Generative AI



Source: raidops



AI generated images







How can we put it 
to work?



Member Experience 
& Ops



Member feedback sentiment 
analysis @ PSECU





Improved call containment rate from

25% to 60-75%



Traditionally, agents at Dutch Bank ABN Amro have taken notes during a 
customer call to produce a summary afterwards. The bank is now starting to 
use LLMs to create these summaries, with the agents simply checking they 
are accurate afterwards.



Marketing & Sales



Hyper-personalization

Source: https://technical.ly/software-development/generative-ai-advertising-
hyper-personalization/



The Evolution: 

Agentic AI



From:

AI that 
responds

AI that 
executes

To:



An AI agent is software 
that autonomously 
reasons, decides, and 
acts to achieve a goal.



reasons





decides



acts







Source: Park et al. 2023. “Generative Agents: Interactive Simulacra of Human Behavior”

Agents can decide and act without 
needing human oversight.

autonomously

https://arxiv.org/abs/2304.03442


Source: Youtube, “Generative Agents: Interactive Simulacra of Human Behavior”

https://www.youtube.com/watch?v=ZdoU9vI2yCg


Source: Eddie Forson, “Paper Review - Generative Agents”

https://generativeai.pub/paper-review-generative-agents-72f4c2d2642c


Without prompting, the agents…

Formed relationships

Source: Park et al. 2023. “Generative Agents: Interactive Simulacra of Human Behavior”

https://arxiv.org/abs/2304.03442


Without prompting, the agents…
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Source: Park et al. 2023. “Generative Agents: Interactive Simulacra of Human Behavior”

https://arxiv.org/abs/2304.03442


Without prompting, the agents…

Formed relationships Established routines Planned and coordinated

Source: Park et al. 2023. “Generative Agents: Interactive Simulacra of Human Behavior”

https://arxiv.org/abs/2304.03442


Figure 4:  
At the beginning of the 
simulation, one agent is 
initialized with an intent to 
organize a Valentine's Day 
party.

Source: Park et al. 2023. “Generative Agents: Interactive Simulacra of Human Behavior”

https://arxiv.org/abs/2304.03442


Figure 4:  
At the beginning of the 
simulation, one agent is 
initialized with an intent to 
organize a Valentine's Day 
party.  

Despite many possible 
points of failure in the 
ensuing chain of events-
agents might not act on that 
intent, might forget to tell 
others, might not remember 
to show up-the Valentine's 
Day party does, in fact, 
occur, with a number of 
agents gathering and 
interacting.

Source: Park et al. 2023. “Generative Agents: Interactive Simulacra of Human Behavior”

https://arxiv.org/abs/2304.03442




PROMPT OUTPUTLLM

Basic LLM-Based Workflow



Using an LLM to write a risk assessment report

PROMPT OUTPUTLLM

(not recommended)



DRAFT

CRITIQUE

FINALIZE

DATA 
REQUEST

DRAFT W/ 
DATA

PROJECT 
MANAGER

HUMAN 
REQUEST

Start here:

Agentic Workflow



Multi-Agent Teams



How are agents 
showing up in banking?



Persado to generate and optimize marketing content.





Card Tokenization



Adding distance between you and the consumer.

FI as 
central

Apple Pay / 
Venmo

Payment 
Agents







Automated 
regulatory 

compliance checks  
AI can scan and interpret 

regulations, and flag 
potential compliance 

issues.

Compliance 
monitoring and 

reporting  
AI can automate compliance 

monitoring, generate 
reports, and highlight 

areas of concern.

AML and fraud 
detection 

AI can identify suspicious 
patterns and generate alerts 

for potential financial 
crimes.

Policy 
&procedure 
generation 

AI can assist in drafting and 
updating policies and 
procedures to ensure 

regulatory 
compliance.





Where agents are strong:
Research & Data Extraction  
Quickly find, summarize, and organize complex 
information from multiple sources. 

Productivity Boost 
Automate repetitive tasks like scheduling and 
managing tools. 

Enhanced Service 
Resolve complex issues by understanding context and 
multi-step tasks.

Structured Tasks  
Excel in clear, predictable scenarios—like resume 
screening, automated service responses, or real-time 
analytics. 

Workflow Automation 
Manage complete processes end-to-end without 
human prompts. 

Real-Time Fraud & Risk Management  
Instantly flag suspicious patterns and transactions.





The Toothpick Maximizer



Where agents are weak:
Reliability Concerns  
Require constant monitoring to avoid errors. 

Safety Risks  
Might act unpredictably if given unclear objectives. 

Transparency Issues:  
Decision-making processes can be difficult to trace 
and audit.

Error Cascades  
Small mistakes can quickly spread across connected 
tasks.  

System Complexity 
Complicated to build and maintain. 

Resource Intensive:  
High computational demands and costs.



AI agents are great at clearly defined, 
structured tasks.  

Think: intern. 

But they’re not yet ready for the judgment-
heavy tasks of senior roles.







If one case of coronavirus doubles every three days…

1 1000x 1,000,000x



1, 2, 3, 4, 5, 6, 7, 8, 9, 10…

Take 30 linear steps.



1, 2, 4, 8, 16, 32, 64, 128, 256, 512…

Take 30 EXPONENTIAL steps.



1,073,741,824 steps

Take 30 EXPONENTIAL steps.



(You’d circle the world 26 times.)

Take 30 EXPONENTIAL steps.

1,073,741,824 steps



THE COMPUTER IN YOUR POCKET:

ONE MILLION TIMES SMALLER,
ONE MILLION TIMES CHEAPER,

ONE THOUSAND TIMES 
MORE POWERFUL

THAN THE MOST POWERFUL 
SUPERCOMPUTER 50 YEARS AGO.

(YOU KNOW....THE ONE THAT PUT PEOPLE ON THE MOON.)



LINEAR EXPONENTIAL
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LINEAR EXPONENTIAL

1996 
Market Cap: $28B 

Employees: 140,000

2012 
Bankrupt 

Employees: 17,000

April 2012 
Market Cap: $1B 

Employees: 13



Let’s talk.



Getting Started: 

AI Strategy Jumpstart



How do you start 
developing an AI strategy 
for your organization?
(one that contends with the unique challenges and nuance 
of generative and agentic AI)



How do you start developing an AI strategy for your organization?

In the next 15 minutes, we're 
going to experience a simplified 
version of a strategic framework.



SURFACE 
PERSPECTIVES1.



STAGE

HIGH 
IMPACT

OPTIMISTIC

CONCERNED

LOW 
IMPACT

High Impact, 
Optimistic

Low Impact, 
Optimistic

High Impact, 
Concerned

Low Impact, 
Concerned

Stand up! 
Answer these 
questions with 
your bodies.
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STAGE

OPTIMISTIC

CONCERNED

High Impact, 
Optimistic

Low Impact, 
Optimistic

High Impact, 
Concerned

Low Impact, 
Concerned

Look around the room.  

Notice where your 
colleagues are 
standing.  

Notice where 
leadership is standing. 

Notice where member/
customer-facing roles 
are standing. 

HIGH 
IMPACT

LOW 
IMPACT



STAGE

OPTIMISTIC

CONCERNED

High Impact, 
Optimistic

Low Impact, 
Optimistic

High Impact, 
Concerned

Low Impact, 
Concerned

Who’s willing to 
share your 
perspective in a 
sentence or two?

HIGH 
IMPACT

LOW 
IMPACT



STAGE

OPTIMISTIC

CONCERNED

High Impact, 
Optimistic

Low Impact, 
Optimistic

High Impact, 
Concerned

Low Impact, 
Concerned

This diversity of 
perspectives 
exists across your 
organization too.

HIGH 
IMPACT

LOW 
IMPACT



An effective AI strategy 
begins by acknowledging 
these different viewpoints.

The first step is creating space for open 
dialogue across positions and departments.



ESTABLISH  
PRINCIPLES2.



1. Now: Look around. 

2. Find two people standing near you who you 
don't normally work with directly and form a 
group of three.  

3. Grab a seat anywhere nearby - just make 
sure you can see the screen.  

4. You'll stay in this groups for the next activity



HUMAN 
CENTEREDNESS

Al should aim to do 
good, actively 
contributing to the 
welfare of individuals 
and society.

CONTROL & 
ACCOUNTABILITY

Humans should have 
significant control over 
Al systems and be 
accountable for their 
outcomes and potential 
harms.

OBSERVABILITY & 
EXPLAINABILITY

Al systems should be 
both observable and 
explainable, allowing 
humans to understand 
and monitor their 
decision-making 
processes.

IMPROVEMENT & 
RESPONSIVENESS

Al systems should be 
continuously improved 
to enhance their 
performance and 
address any emerging 
issues.



HUMAN 
CENTEREDNESS

Al should aim to do 
good, actively 
contributing to the 
welfare of individuals 
and society.

CONTROL & 
ACCOUNTABILITY

Humans should have 
significant control over 
Al systems and be 
accountable for their 
outcomes and potential 
harms.

OBSERVABILITY & 
EXPLAINABILITY

Al systems should be 
both observable and 
explainable, allowing 
humans to understand 
and monitor their 
decision-making 
processes.

IMPROVEMENT & 
RESPONSIVENESS

Al systems should be 
continuously improved 
to enhance their 
performance and 
address any emerging 
issues.

In your groups, take a quick look at these four Al principles.

Then, discuss one clear 'DO' and one clear 'DON'T' for implementing that principle.

Together, choose the ONE principle that seems most relevant or interesting.



HUMAN 
CENTEREDNESS

Al should aim to do 
good, actively 
contributing to the 
welfare of individuals 
and society.

Ensure Al-powered chat has 
clear options to speak to a 
human.

Implement Al that makes 
lending decisions without 
human oversight.



CONTROL & 
ACCOUNTABILITY

Humans should have 
significant control over 
Al systems and be 
accountable for their 
outcomes and potential 
harms.

Create clear documentation of who is 
responsible for reviewing Al-generated 
content before it reaches members/
customers.

Allow Al tools to access member/customer 
financial data without proper security 
controls.



OBSERVABILITY & 
EXPLAINABILITY

Al systems should be 
both observable and 
explainable, allowing 
humans to understand 
and monitor their 
decision-making 
processes.

Ensure loan officers can explain in 
simple terms how Al assists in their 
recommendations.

Implement "black box" systems for 
credit decisioning that can't be 
audited or explained.



IMPROVEMENT & 
RESPONSIVENESS

Al systems should be 
continuously improved 
to enhance their 
performance and 
address any emerging 
issues.

Establish regular review cycles to 
evaluate Al performance in member/
customer service scenarios.

Deploy Al solutions without a feedback 
mechanism for frontline staff to report 
issues.
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Al should aim to do 
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contributing to the 
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CONTROL & 
ACCOUNTABILITY

Humans should have 
significant control over 
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harms.
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Al systems should be 
both observable and 
explainable, allowing 
humans to understand 
and monitor their 
decision-making 
processes.

IMPROVEMENT & 
RESPONSIVENESS

Al systems should be 
continuously improved 
to enhance their 
performance and 
address any emerging 
issues.

Discuss: 5 min



HUMAN 
CENTEREDNESS

Al should aim to do 
good, actively 
contributing to the 
welfare of individuals 
and society.

CONTROL & 
ACCOUNTABILITY

Humans should have 
significant control over 
Al systems and be 
accountable for their 
outcomes and potential 
harms.

OBSERVABILITY & 
EXPLAINABILITY

Al systems should be 
both observable and 
explainable, allowing 
humans to understand 
and monitor their 
decision-making 
processes.

IMPROVEMENT & 
RESPONSIVENESS

Al systems should be 
continuously improved 
to enhance their 
performance and 
address any emerging 
issues.

Let's hear from different groups!
What 'DO' and 'DON'T' did you come up with?



MAKING 
STRATEGIC CHOICES3.



STAGE

Stand up again!  

Answer these 
questions with 
your bodies.



STAGE

Centralized

Strategic tension #1

How will we 
manage the 
introduction and 
use of Al in our 
organization?

CONTROL

A dedicated AI 
governance committee 
approves all AI tools 
and monitors usage 
across all departments

Distributed
Departments and branch 
managers can select and 
implement pre-approved 
AI tools based on local 
community needs.



STAGE

Everyone

Strategic tension #2

Who within our 
organization will 
use AI?

USERS
All employees can 
use AI tools in their 
daily work.

Specialists
Only designated roles 
are trained to use AI 
tools and share insights 
with their teams.



STAGE

Pioneers

Strategic tension #3

Who within our 
organization will 
use AI?

APPROACH

Be first-to-market with 
AI-powered services in 
your community to 
differentiate from 
competitors.

Followers
Observe how other 
institutions implement 
AI and adopt proven 
approaches with lower 
risk.



Every strategic choice has 
trade-offs

The first step is creating space for open 
dialogue across positions and departments.



Surface Diverse Perspectives: 
Create psychological safety to discuss Al hopes and concerns.

1.

YOUR 3-STEP AI STRATEGY JUMPSTART:

Establish Clear Principles: 
Translate values into practical Al do's and don’ts.

2.

Make Strategic Choices: 
Explicitly decide key trade-offs for your organization.

3.



This is a new world. 

We’re only at the beginning. 

And it’s ours to shape.



THANK YOU.
Let’s keep the 
conversation going.

brent@dxn.is

mailto:brent@dxn.is

