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From Documents to Decisions

Reimagining Banking Operations with Azure Al
Document Intelligence
A strategic white paper for banking leaders

Prepared using real life customer case studies and broader industry analysis of banking operations, intelligent
document processing, and enterprise Al adoption.
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Executive Snapshot

Banking still runs on documents. Customer onboarding packages, commitment letters, ownership declarations,
financial statements, tax forms, and servicing requests remain central to critical processes. The challenge is not a
lack of systems. It is that foo many decisions still depend on data trapped inside files that arrive in different formats,
structures, and quality levels.

Azure Al Document Intelligence helps banks convert that friction into flow. By extracting text, structure, tables, key-
value pairs, and document-specific data from structured, semi-structured, and unstructured content, it enables faster,
more scalable, and more controlled operations.

The case study behind this paper demonstrates that value through commitment letter extraction, processing of
personal financial statements, certificates of beneficial ownership, person controlling documents, validation and
relabeling to improve model quality, Logic App workflow orchestration, and automated notifications. Together, these
capabilities point to a practical blueprint for redesigning document-heavy banking workflows.

For banking leaders, the opportunity is clear: reduce operational drag, improve data accuracy, strengthen compliance

readiness, accelerate onboarding and lending journeys, and create a more responsive customer experience without
compromising governance.

Who This Matters To

> ClOs and CTOs shaping enterprise Al adoption and workflow architecture

> Heads of Operations and Shared Services accountable for throughput, quality, and cost
> Heads of Lending and Credit seeking faster file preparation and decision support

> Risk and Compliance leaders responsible for documentary traceability and control

> Onboarding, KYC, and commercial banking leaders reducing friction in customer journeys
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Banking’s Document Bottleneck

Banks have invested heavily in digital channels, analytics, automation, and
core modernization. but many critical processes still depend on manual
document handling. Whether the task is onboarding a customer, processing
a commercial credit package, reviewing beneficial ownership information,
or supporting servicing and compliance activity, teams still spend too much
time reading, validating, routing, and re-entering data from files that were
never designed for system-ready use.

The result is familiar: longer onboarding cycles, slower loan processing,
fragmented handoffs, inconsistent quality, higher operating effort, and
delayed decision-making. What appears to be a digital customer journey
often becomes a manual back-office process behind the scenes.

In today’s environment, this is no longer a tolerable inefficiency. It affects
revenue velocity, customer satisfaction, employee productivity, and
regulatory defensibility. Banks do not need more documents. They need a
better way to turn documents into decisions.

Why Traditional Approaches Fall Short

For years, banks have relied on manual review, static templates, entry-level OCR, imaging repositories, and isolated
workflow tools. These methods delivered incremental efficiency, but they were not built for the scale, variability, and
pace of modern banking.

Banking documents are rarely uniform. Acommercial banking file may include commitment letters, financial statements,
tax records, ownership disclosures, supporting schedules, and correspondence. KYC packages often combine identity
documents, proof of address, beneficial ownership forms, and declarations from multiple parties. Template-based
systems break when formats vary. Manual processes slow work and introduce inconsistency. Basic OCR can read text,
but it cannot reliably interpret structure, meaning, or downstream business context.

The need today is not just to digitize paper. It is to classify mixed-document packages, extract the right fields, validate
outputs, and connect them to enterprise workflows with visibility and control.

What Azure Al Document
Intelligence Brings

Azure Al Document Intelligence enables banks to extract text, layout, tables,
and key-value pairs from structured, semi-structured, and unstructured
documents and convert them into usable data for downstream workflows.

Its value lies in flexibility. Some banking use cases can use prebuilt models, while
others require custom extraction for specific artifacts such as commitment
letters, ownership declarations, or customer-submitted financial records.
The case study highlights that distinction by combining document labeling,
field mapping, validation, relabeling, and multi-document workflow design
to improve extraction quality over time.

Document intfelligence becomes strategic when connected to process. In
the case study, Logic App workflows automated document handling, routed
outputs, and triggered notifications. That is the model banks should care
about: Al embedded in governed workflows that move work forward.
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High-Value Banking Use Cases

Customer onboarding and KYC

Banks routinely collect identity records, proof of address, declarations, and legal entity
information. Intelligent document processing reduces manual interpretation, improves
consistency, and speeds downstream review.

Lending and credit documentation

Commitment letters, financial statements, tax forms, ownership documents, and
supporting evidence often arrive as mixed-document packages. Structuring this
information more reliably improves file quality, reduces turnaround times, and lets
underwriters focus on judgment rather than document administration.

Commercial banking operations

Ownership records, financial disclosures, and client-submitted documentation create
similar challenges at scale. Document intelligence improves handling speed, consistency,
and transparency.

Compliance and audit support

Structured extraction and workflow integration strengthen evidence handling,
documentary traceability, and control readiness.

Over time, the same foundation can extend into trade finance, treasury operations, account servicing, and other
document-intensive processes.

Case Study Spotlight:
From Experiment to Operating Model

The case study behind this paper is valuable because it starts with specific document classes and specific fields that
matter to the business.

It included:
Just as important, the case study did not stop

°  Commitment letter field labeling and at model behavior. It connected extraction to

extraction

*  Processing of personal financial statements

*  Certificate of beneficial ownership extraction

*  Person controlling document handling

*  Vdlidation of extracted data for consistency
and business usability

° Relabeling and field mapping refinement to
improve extraction quality

*  Logic App workflow design for end-to-end
automation

*  Automated notifications for processed
outputs

workflow orchestration, output routing, quality
improvement, and business process alignment.
That is not an isolated Al demo. It is the foundation
of an emerging operating model.

For banking leaders, the lessonis clear: start with a
targeted document set, prove value in a controlled
scope, and build the disciplines needed for scale—
document understanding, field prioritization,
validation, workflow orchestration, and continuous
quality improvement.
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Business Impact and Strategic Value

The immediate value is operational. Banks can reduce repetitive handling, accelerate access to usable information,
improve extraction consistency, and move documents through workflows with greater speed and transparency. That
means shorter cycle times, lower manual effort, and more predictable execution.

The deeper value is strategic. Faster onboarding supports growth. Better-prepared lending files improve revenue
velocity and reduce relationship friction. More disciplined handling of ownership and customer documentation
strengthens the control environment. Reduced dependence on low-value manual work frees experienced teams to
focus on exceptions, analysis, and decision-making.

This is why intelligent document processing should not be framed as a narrow automation project. It is an enterprise
capability that can influence how the bank serves customers, manages risk, deploys talent, and scales operations.

Implementation
Considerations for
Banking Leaders

The most effective programs begin with focused use-case
selection. The best starting point is where document volume,
manual effort, business impact, and implementation feasibility
intersect clearly.

Governance must be designed from the start. Banks need
defined validation approaches, exception handling rules, quality
monitoring, and cross-functional ownership across technology,
operations, and control teams. Human-in-the-loop review
remains essential, especially for ambiguous, high-risk, or policy-
sensitive cases. The goal is not to remove human judgment, but
to reserve it for where it matters most.

Workflow integration should also be treated as core design,
not an afterthought. Extraction alone does not create
transformation. Value is created when extracted information is
validated, routed, surfaced to the right teams, and connected
to downstream systems and communications.

Banking’s document burden has persisted for so long that many institutions treat it as permanent. It is not. What has
changed is the ability to convert documents from static evidence into operationally useful data at scale.

Azure Al Document Intelligence provides a credible foundation for that shift. The customer case study shows how the
capability can be applied in banking through document extraction, validation, workflow automation, and continuous
quality improvement. More importantly, it shows how banks can begin small without thinking small—starting with
targeted document classes, proving value, and building toward a broader, reusable operating capability.

The institutions that act on this opportunity will not simply automate paperwork. They will redesign a critical layer
of banking execution—and create an advantage that is practical, measurable, and increasingly difficult for slower-
moving competitors to match.
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References and Context Sources

° Primary source: customer case study material on Azure Al Document Intelligence and
banking-relevant document workflows

* Microsoft Azure Al Document Intelligence documentation
* Microsoft customer story: National Bank of Greece

* FInCEN customer due diligence and beneficial ownership guidance

° Federal Reserve interagency guidance on third-party relationships

* OCC revised model risk management guidance
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