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Finance transformation is entering a more complex phase. Organizations are modernizing core ERP 
platforms while software vendors introduce AI capabilities into business applications. At the same 
time, regulators are examining the management of third-party dependencies and the governance of 
AI systems.

The CFO question is no longer simply whether the new technology works. It is whether Finance can 
demonstrate that process ownership, data, controls, implementation partners and business outcomes 
remain connected as technology and operating models change.

Three developments behind the shift

Risk-based third-party oversight

On September 11, 2026, U.S. banking agencies proposed revised third-party risk management 
guidance designed to help institutions tailor oversight to the assessed risks of individual 
relationships. The guidance is proposed and non-binding—not a new final compliance requirement. 
For a core finance transformation, its relevance lies in how institutions evaluate material 
dependencies on ERP vendors, cloud providers, systems integrators and managed-service partners. 
[1]

More operational scrutiny of insurer AI governance

NAIC meeting materials document a 12-state pilot of its AI Risk Evaluation Supplement. The pilot 
examines how insurers describe and evidence AI-related governance and controls; participating 
states retained flexibility in how they used the supplement. It was continuing through September 
when the August materials were prepared. This is not a nationwide final examination requirement. 
[2]

AI moving closer to enterprise finance workflows

Oracle announced a native builder for agentic applications inside its Fusion Applications 
environment. Workday identified agentic finance as a focus for its upcoming October Rising event. 
SAP published a customer example of generative AI supporting finance analysis. These are evidence 
of vendor direction and announced capabilities, not independent proof of productivity, financial 
returns or successful deployments across regulated institutions. [3–5]



ZMC  /  EXECUTIVE INSIGHTS

ZMC  •  Business outcomes over buzzwords

The challenge is between the workstreams

Finance typically owns accounting requirements and intended outcomes. Technology manages 
architecture and integration. The systems integrator executes the build. Risk, compliance and internal 
controls assess exposure. Procurement and vendor management oversee commercial terms. Each 
group can report progress while critical dependencies between groups remain unresolved.

Consider AI-assisted account reconciliation. Whether a tool can flag exceptions is only one part of 
readiness. A controlled implementation must also establish which data it can use; whether it may 
draft, route or execute; who approves material exceptions; how actions are logged; what happens 
after a vendor update; and who owns the process once the implementation team exits.

ZMC perspective: these are operating-model decisions. A transformation office should surface them 
before they become testing defects, control gaps or post-go-live operating problems.

Five pillars of an integrated finance transformation operating model

01  Business outcomes and accountable ownership

Translate the business case into operational measures—such as close-cycle performance, 
reconciliation exceptions, manual effort, forecast responsiveness and control evidence—and assign 
accountable business owners.

02  Process and data readiness

Address fragmented data definitions, unresolved master-data ownership, reporting dependencies and 
unnecessary process variation before assuming AI will deliver value.

03  Integrated controls and AI governance

Match approval boundaries, access permissions, testing, monitoring, exception handling and 
evidence retention to what the AI-enabled workflow can actually do and the consequences of an 
error.

04  Third-party and implementation governance

Link vendor and SI obligations to finance outcomes, resilience assumptions, change controls, 
acceptance evidence, transition planning and escalation rights—not only contractual milestones.

05  Transformation execution and value realization

Maintain an integrated view of critical-path dependencies, decision latency, budget and change-order 
exposure, control readiness, operational handover and measurable benefits after go-live.
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Three questions for the CFO

Are we redesigning finance processes—or simply replacing the platforms that run them?

New technology may enable better operations, but value depends on the decisions made about 
process design, data quality, controls and adoption.

Can we evidence who owns each material AI or third-party risk at the point where it affects 
Finance?

Ownership should hold across design, testing, release, incident response and ongoing operations—not 
end at a workstream boundary.

Can we prove readiness and benefits rather than merely report deployment progress?

Program reporting should include business outcomes and control evidence alongside conventional 
cost and schedule metrics.

Where leadership can start

A practical first step is a targeted health check of one material finance transformation or AI-enabled 
workflow. Examine the business case, dependency map, finance-data ownership, controls, third-party 
responsibilities, critical decisions and measurable readiness evidence. The output should be a small 
set of executive decisions—not another inventory of disconnected observations.

The objective is not more governance. It is governance that connects the right decisions, the right 
owners and the right evidence to measurable business outcomes.

About ZMC Consulting

ZMC – Zupa Management Consulting provides senior-led finance transformation, enterprise 
governance, process optimization, technology integration and practical AI-enabled operating-model 
advisory.

Start a conversation  michael.zupa@zmc--consulting.com  |  zmc--consulting.net

Source notes

The banking guidance is proposed and non-binding; the NAIC initiative is a pilot. Vendor materials establish announced 
capabilities or published examples, not independently verified financial results.

[1] OCC / interagency banking guidance — September 11, 2026 — proposed, non-binding third-party risk management 
guidance.
https://occ.gov/news-issuances/bulletins/2026/bulletin-2026-46.html

[2] NAIC Big Data and AI Working Group — August 31, 2026 meeting materials (draft minutes from August 13; 12-state pilot).
https://content.naic.org/sites/default/files/call_materials/materials-bdaiwg083126.pdf

[3] Oracle — July 14, 2026 announcement: AI-native builder experience for Fusion Applications.
https://www.oracle.com/news/announcement/oracle-introduces-ai-native-builder-experience-2026-07-14/

[4] Workday — July 21, 2026 announcement: agentic HR and finance at October Rising event.
https://newsroom.workday.com/2026-07-21-Workday-Announces-Rising-2026-Where-Agentic-HR-and-Agentic-Finance-Take-Center-
Stage-October-12-15-in-Las-Vegas
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[5] SAP — July 8, 2026 vendor-authored customer example concerning generative AI in finance.
https://news.sap.com/2026/07/natura-co-transforming-finance-generative-ai/
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