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A connected-client ambition

In May 2026, Citigroup described five connected businesses-Services, Markets, Banking, Wealth
and U.S. Consumer Cards-and a “one firm” approach to serving clients across them. The design
put relationship teams, shared client information, referral processes and incentives around the
full client relationship. For an institutional client, a single conversation could connect cash
management and custody with foreign-exchange hedging, financing, capital-markets access or
wealth services. Citi presented the model as a source of potential synergies, not as a measured
result. [S1], CEO presentation, slides 3-10; [S2], CEO transcript, pp. 2-3.

That ambition sat alongside another priority: completing a complex, multiyear transformation of
risk management, data and controls. Executives had to determine how quickly to connect the
businesses while protecting clear ownership of client, product and control outcomes. Shared
platforms and coordinated coverage might help Citi serve clients more effectively.
Enterprise-wide processes could also add handoffs, weaken accountability or draw scarce
technology and management attention from business investment and remediation.

For this exercise, assume you advise Citi's executive team as it sets priorities for the next
planning cycle. No internal budget, client pilot result or pending formal vote is provided. Your
task is to recommend the intensity and sequence of integration using the public information
available at the cutoff.

Results do not reveal the source of value

Citi reported second-quarter revenue of $24.766 billion, 14% above the prior year. Expenses
rose 5% to $14.215 billion, provision for credit losses fell 12% to $2.522 billion, and net income
increased 45% to $5.831 billion. The reported efficiency ratio was 57.4%, compared with 62.7%;
reported return on tangible common equity (RoTCE) was 13.0%, compared with 8.7%. RoTCE is
a non-GAAP measure. These consolidated results show a stronger quarter, but they do not
identify the contribution of client referrals, shared coverage or other “one firm” mechanisms.
Changes in credit provision, markets, foreign exchange, business mix and share count also
affect comparisons. [S3], Q2 results release, pp. 1-3.

Performance differed across businesses and products. Services generated $6.4 billion of
revenue, up 18% year over year; Treasury and Trade Solutions generated $4.7 billion, also up
18%. The company attributed Services growth to factors including higher average deposits, fees
and cross-border transaction value. Some businesses and revenue lines did not move in the
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same direction. Neither these results nor management's attribution establish how much came
from incremental coordination across businesses. [S3], pp. 2-4; [S4], segment tables, pp. 14-33.

Q2 2026 consolidated measure Reported result Year-over-year comparison
Revenue $24.766bn +14%

Operating expenses $14.215bn +5%

Provision for credit losses $2.522bn -12%

Net income $5.831bn +45%

Efficiency ratio 57.4% 62.7% in Q2 2025

RoTCE 13.0% 8.7% in Q2 2025

Source: [S3], pp. 1-3. Company-reported figures; ROTCE is non-GAAP. Year-over-year arithmetic
and aggregate results do not identify integration effects.

At Investor Day, management set a 2026 RoTCE range of 10-11%, an 11-13% range for 2027-28
excluding a Banamex-related notable item, and a 14-15% range for 2029-31. These were
forward-looking targets, not forecasts of the effect of any one strategy. The target definitions
and notable-item treatment matter; management did not provide a forward reconciliation for
the adjusted ranges. [S1], slide 13 and footnotes, slides 16-17; [S5], slides 2-3 and related
footnotes.

A proposed operating model

Management's design linked several activities: unified client coverage, a shared
customer-relationship platform, enterprise account planning, structured referrals and incentives
based on total relationship revenue. Its presentation showed potential links among liquidity,
hedging, issuance, capital markets and wealth products. It also emphasized business
accountability, risk visibility, reliable data and automated controls. These were elements of a
stated operating ambition; Citi did not disclose a verified cross-business revenue uplift or
realized synergy attributable to the design. [S1], slides 3-12; [S2], pp. 1-3.

The model raises practical questions. Which clients benefit from a single coverage lead? What
information can be shared, and at what quality? Who owns product suitability, pricing, risk limits
and remediation when more than one business serves an account? How should relationship
revenue be attributed so business leaders do not lose accountability or compete through
internal transfers? What evidence would show that a referral created incremental value rather
than moving an existing transaction between teams?

Transformation and capacity

At May Investor Day, management said 90% of transformation work was at or near target state.
On Citi's July earnings call, CEO Jane Fraser said a large body of work had passed internal audit
validation. These are management-reported progress measures. Internal audit validation is not
regulator acceptance and does not establish that a regulatory order has been closed. [S1],
slides 5 and 12; [S2], pp. 1-2; [S6], p. 2.

The regulatory history is relevant to execution capacity, but its parts must be kept distinct. In
2020, the Federal Reserve issued an order addressing Citigroup Inc.'s firm-wide risk
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management and controls; the OCC separately issued an order to Citibank, N.A. In July 2024,
the OCC said the bank had missed remediation milestones and lacked sufficient sustainable
progress, and amended its order. Citi's 2025 Form 10-K says the OCC terminated that July 2024
amendment on 18 December 2025. The same filing separately says the underlying 2020
Federal Reserve and OCC orders require action plans and quarterly progress reports. [S7]-[S9].

Citi's Q2 2026 Form 10-Q says the transformation and remediation of the 2020 orders remains a
multiyear effort that “has not been linear” and refers readers to earlier filings and the proxy for
further status detail. Its forward-looking risk discussion describes the ability to implement plans
and submit reports, continued investment and regulatory expectations as risks. The latter is risk
language, not a new regulator finding. The available record establishes neither completion of
the underlying 2020 orders nor a new August 2026 finding of breach. This case concerns
strategy and operating choices; it is not an assessment of legal or prudential compliance. [S4],
p. 9; [S4], p. 90; [S10], p. 10.

Three paths
The executive team could choose among several credible approaches:

1. Accelerate broad integration. Standardize client coverage, CRM, planning, referrals and
relationship incentives across eligible institutional and wealth relationships. This could
connect complementary offerings and reduce duplicated effort, but it would require sound
shared data and clear business, product and risk ownership.

2. Gate integration by client corridor. Begin with a limited set of high-fit relationships-such
as cross-border corporates using Services, Markets and Banking-and expand only when client
outcomes, incremental economics and control readiness meet pre-set thresholds. This
preserves accountability and creates evidence, though it may slow scale and leave parallel
systems in place.

3. Prioritize business-led investment and remediation. Maintain stronger business-level
operating models and direct attention toward each business's product agenda and
risk/data/control work before expanding common coverage. This protects focus but may
prolong silos and delay coordinated service to clients.

No public disclosure supplies client-level referral economics, integration costs, pilot results or a
measure of control readiness for these choices. Treat any internal thresholds or resource
allocations you recommend as proposals, not as known Citi figures.

Assignment

Recommend how Citi should sequence integration for the next planning cycle. State which
clients and products belong in scope, what should be common across businesses, and where
accountability should remain local. Identify decision rights, required data and control gates, and
a measurement plan that separates incremental client value from market, FX, credit and mix
effects. Explain what evidence would cause the executive team to expand, redesign or stop the
approach. Use only information available by 7 August 2026, 5:00 p.m. ET.
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Company disclosures are attributed to Citi; regulatory releases are attributed to their agencies.
The historical record is bounded at the stated cutoff. Hypothetical management choices and
measurement thresholds are classroom proposals.
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