
The horizon model: how we frame AI maturity across Finance
Most organizations remain at Horizon 1, where productivity tools are deployed in isolation and fail to compound. The path is the default progression, not a mandate: 

different functions in the same CFO office often sit at different horizons, and the right engagement meets each one where it is.

HORIZON 0

Procuring and testing

Tools acquired and teams 

experimenting. No deployed 

productivity yet.

Move to H1: education, tool selection, 

governance setup.

ASSISTED AI

AI supporting the workforce

~5-10%
of clients are here

WHERE MOST COMPANIES ARE TODAY

HORIZON 1

Individual productivity

Tools deployed for personal 

productivity. The GenAI plateau, where 

gains stay local.

Move to H2: reframe from process 

automation to value automation.

Applied AI

Embedded AI in Finance workflows

~90%
of clients are here today

Everyday productivity in Excel, PowerPoint, 

and Word. At Horizon 1 these tools drive 

individual gains; at Horizon 2 the same 

surfaces become part of redesigned workflows.

HORIZON 2

Activity and process 
redesign

The agentic enterprise. Finance 

activities redesigned to automate value 

creation.

Move to H3: scale across functions; 

begin AI-native planning.

Agentic Finance

Agent-driven capacity across workflows

~80-90%
of clients can achieve this today

AI-powered agents redesigning finance 

activities: reconciliations, accruals, invoice 

processing, revenue recognition. The capacity 

play.

HORIZON 3

AI-native operations

The intelligent enterprise. Operations 

rebuilt structurally. A revenue and a cost 

play.

Pattern: reimagine every element of the 

operation.

AI-Native

AI-native finance operations

~10-20%
of clients are reimagining what's next

End-to-end finance operations run with AI

Platform. An AI-powered digital workforce as a 

service: both a revenue play and a cost play.



Phase 2: MVP Build in Client 

Environment
Phase 3: Full Scale-Up & Value 

Realization

2.1. Enhance & Industrialize PoC into MVP

2.2. Stand up tech pod for sprint model

• Production-ready MVP for PoC Process

• Multiple AI agents launched

• Sprint Plan enabled for priority use cases

• Documented change and adoption plan

2.3. Expand via Use-Case Sprints

2.4. Define plan for change & adoption

Build 
MVP 

Solutions

Test and Verify 
Solution

Redesign 
Require-
ments

3.1. Scale AI Agent solutions across 

Finance Processes

3.2. Enable future state operating model 

with agents deployed

3.4. Value Tracking and Realization

• End-to-end finance process automation powered

by agent workflows

• Command-center model for real-time monitoring

and value tracking

• Governance, upskilling, and continuous

optimization framework in place

3.5. Sustain & Optimize

3.3. Enable Workforce Adoption & 

Upskilling

End-to-End Automation 

(ex. Command Center Model) 

Allows for real-time monitoring 

and value tracking

1. Prove Value Now and Build the Baseline

Define the AI vision, identify high-value opportunities, and demonstrate tangible 

impact through a pilot

1.1. Deliver value now. Engineer for scale 

Establish a functional AI prototype (“Lighthouse”) that demonstrates measurable value and validates 

the path to scale.

• Operational prototype for a high-impact “no regrets” use case(s)

• User interface design for agentic solution to reflect future of finance operating model

• Inventory of relevant AI agent use cases

• Scalable design enabled through standard playbooks to leverage across operating model

Identify Priority Process 

Areas
Reimagine the Process

AI Operating Model for 

Finance

1.2. Break Finance silos. Let data drive the AI roadmap

Establish the strategic and operational groundwork to turn AI vision into an actionable 

transformation roadmap.

• Assess and quantify AI opportunity across finance function

• Prioritized inventory of AI use cases across finance

• High level ROI estimates for agent use cases by finance process area

• Prioritized roadmap of AI opportunities to scale across finance function

Establish Data Driven 

Baseline

Size and Prioritize 

Opportunities

Prioritized AI Roadmap 

for Finance

Evolve the PoC into an MVP and expand AI 

adoption through iterative use-case sprints

Orchestrate AI agents across E2E Finance 

processes to enable an intelligent operation

A proven, standard approach to drive agent-driven transformation
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