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Most private equity backed businesses have s In reality, very few organisations will move

3;7 spent the last couple of years experimenting directly to that end state. There is a transition
with artificial intelligence in the finance function, that has to be worked through, and many private
a pattern reflected in KPMG’s Global Al Pulse equity backed businesses are currently
2026 research. In many cases, this somewhere in the middle of that journey. The
experimentation has focused on practical, transition typically begins with Al augmenting
contained initiatives such as closing a little finance teams through better insight, analysis,
faster, automating specific reports, or using Al to and early issue identification, before any move
help explain variances and draft commentary. towards greater coordination or agent led
These initiatives have been important because execution. From there, the nature of finance
they have helped teams build confidence, activity begins to change. Forecasting becomes
develop an understanding of the technology, more closely connected to performance
and begin to shift established ways of working. management. Cash reporting links directly to
On their own, however, they rarely deliver working capital actions. Close processes evolve
sustained impact at the enterprise level. beyond producing numbers and start to highlight

risk areas and unusual movements that require
M Where the conversation is now moving is towards management attention. Over time, Al stops
@ a more fundamental question. Rather than asking being a set of tools owned by finance and
° which individual finance task Al should be applied becomes an integrated capability across

to next, sponsors and management teams are the business.

increasingly asking how the finance function itself
should operate once Al is properly embedded.
This change in mindset marks a shift away from
experimentation and towards deliberate design. It

As organisations move along that path,
governance and data architecture become
essential rather than optional. Controls need to

is also where the discussion around value creation be designed into Al initiatives from the outset
becomes far more meaningful in a private equity rather than added later. Clear accountability
context, as Al starts to be viewed as an operating must exist so that it is obvious when Al takes
model consideration rather than a collection of action, when people intervene, and how
isolated tools. outcomes are monitored. The role of the finance
function evolves as a result. It shifts away from
When people refer to an agent orchestrated or producing information and towards orchestrating
2 agentic finance function, they are not describing intelligent workflows, ensuring that the right
a future in which finance teams are replaced by signals are generated, the right issues are
software. What they are usually describing is a escalated, and the business responds at pace.
model in which intelligent agents operate across
finance processes, connecting activities, 7 This evolution is particularly importantin a
surfacing issues earlier, and triggering actions, private equity environment because it supports
while people remain clearly accountable for both value creation and value protection. From a
decisions and outcomes. That distinction value creation perspective, better orchestration
matters, particularly in environments where across the finance function improves the speed
control, risk management, and exit readiness and quality of decision making. Finance teams
carry as much weight as performance. spend less time producing reports and

reconciling data, and more time analysing
performance and supporting action. Issues
become visible earlier, management attention is
directed more precisely, and proven approaches
can be replicated more quickly across portfolio
companies. In a capital constrained

Sources: KPMG Global Al Pulse: Q1 2026 — From | environment, that responsiveness can make a
adoption to orchestration [kpmg.com] :‘[’k material difference to overall value delivery.
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At the same time, the impact on risk
management and control is significant. While
underlying data quality issues in source systems
remain, Al improves visibility, helping finance
teams identify anomalies and emerging risks
much earlier than they would through traditional
reporting cycles. Stronger auditability, clearer
ownership, and more reliable reporting reduce
the likelihood of unpleasant surprises later in the
investment lifecycle. For sponsors, these
capabilities play a central role in protecting
value, particularly as businesses approach
refinancing, exit preparation, or diligence.

There is sometimes an assumption that moving
towards more intelligent or semi autonomous
finance models requires stepping away from
traditional enterprise platforms. In practice, most
experienced investors and operators see the
opposite. Al only delivers value when it is aligned
with core systems, strong data foundations, and
effective governance. Modern ERP platforms
provide the system of record, the process
discipline, and the embedded controls that allow
agent based models to operate safely at scale. In
this context, ERP becomes the stable operating
layer on which Al can add speed and insight,
rather than an obstacle to progress.

The real risk lies not in investing in core
platforms, but in attempting to deploy
increasingly autonomous Al capabilities on
fragmented architectures where ownership and
accountability are unclear. That approach
introduces operational risk and, ultimately, exit
risk when Al driven decisions or actions operate
outside established governance, control, and
accountability frameworks. Buyers, regulators,
and other stakeholders are unlikely to be
comfortable with Al influencing outcomes in
ways that cannot be clearly explained, audited,
or owned.

For sponsors and boards, the implication is
straightforward. The organisations that are
getting this right are not those chasing the most
advanced concepts first. They are those that
sequence the journey carefully and link Al in
finance to clear value drivers such as cash
generation, risk reduction, and exit readiness.
They treat finance data and enterprise
architecture as strategic assets and expect Al
initiatives to be measured with the same
discipline as any other element of the value
creation plan.
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At this point, the position of the asset within the
investment lifecycle becomes a critical
consideration. While Al capability is moving at
remarkable speed, the private equity hold period
is shaped by how quickly organisations can
change behaviour, embed controls, and build
buyer confidence, and that inevitably moves
more gradually. Early in the hold period, Al
enabled finance initiatives can help establish
new operating rhythms, sharpen insight, and
reinforce the investment thesis. In the middle of
the hold period, they can still create value if they
build on stable foundations and improve clarity
rather than introduce disruption. Closer to exit,
priorities shift towards stability, explainability,
and confidence for buyers, and large scale
change becomes much harder to justify. The
question is not whether Al in finance makes
sense, but whether there is sufficient time left in
the lifecycle for it to mature and demonstrate
value without introducing unnecessary risk.

An agent orchestrated finance function is not the
starting point. It is where the best run
organisations are heading. Reaching that pointin
a controlled and value led way, without losing grip
on performance or risk, is likely to be one of the
more important contributors to sustained value
creation in private equity over the next few years.
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