.

A
Vega X

Technology

WHITE PAPER

Agentic Al Adoption in Trust & Corporate Service Providers

Jersey | Guernsey | Isle of Man

Adapt or Fall Behind: The Case for Urgent Al Adoption
April 2026




Al Adoption in The Crown Dependencies | TCSP Sector

Executive Summary

The trust and corporate service provider sector across Jersey, Guernsey and the Isle of Man is at

a turning point. Artificial intelligence is no longer something on the horizon. It is already here,

already being used, and increasingly shaping how firms operate and compete.

Many firms are already seeing the benefits of
generative Al tools such as ChatGPT, Copilot and
Claude, particularly in areas such as administration,
correspondence and research. While these tools can
deliver immediate efficiency gains, they represent only
a fraction of the opportunity. The greater long-term
value lies in more advanced, agentic Al, which can
streamline processes, connect systems and support
end-to-end workflows across the business.

This white paper argues, plainly that Trust and Corporate
Service Providers (TCSPs) which fail to adopt Al in the

near term will face an irreversible erosion of competitive
position. Resource constraints, growing regulatory
complexity, rising client expectations and fee compression
are converging simultaneously. Al is not simply a solution
to these pressures - it is becoming the only scalable
response to maintaining competitive edge.

At the same time, many firms are facing internal barriers,
from data challenges and legacy systems to uncertainty
around where to start. This paper addresses those
concerns directly.

The Crown Dependencies have a strong reputation
for quality, discretion and regulatory standards.
That still matters, but reputation alone will not be
enough to carry businesses through the changes
now underway. The companies that act early will
be in a much stronger position than those that wait.
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1. The ‘Burning Platform’ - Why the status quo is untenable

The TCSP sector across the Crown Dependencies is facing a number of challenges that are well

known but not always fully addressed. On their own, each one is manageable, but taken together,

they are starting to put real pressure on how businesses operate.

1.1 The Resource Shortage

Across the Channel Islands and Isle of Man the pool
of qualified, experienced trust and corporate professionals
is not growing at the pace required to meet demand.

Firms are increasingly competing for the same talent
across compliance, administration and client-facing roles,
which is driving up salaries and lengthening the time

it takes to fill positions.

As there are simply not enough people available

to support long term growth, firms that continue

to rely on increasing headcount will find it harder

to keep pace. Whereas those adopting Al will make
their existing teams more productive and less reliant
on recruitment to drive growth.

1.2 Fragmented Data and Siloed Systems

A significant proportion of TCSP operations are built

on legacy infrastructure where data sits in disconnected
systems - trust administration platforms, CRM tools,
document management repositories and spreadsheets
- that do not communicate with one another. This leads
to duplication, inconsistencies and unnecessary manual
work. It also makes it difficult to access real-time risk
intelligence across a clients and entities.

Al cannot deliver meaningful results if the underlying data
is fragmented or unreliable. As a result, firms looking to
adopt Al are faced with the need to address these issues
first. In practice, Al often becomes the catalyst for finally
bringing systems together and improving data quality.

1.3 Regulatory Burden

Compliance obligations across all three jurisdictions
continue to expand. The JFSC, GFSC and IOM FSA
continue to strengthen regulatory oversight, with
increased scrutiny of AML/CFT frameworks, beneficial
ownership transparency and substance requirements.

The volume of change that compliance teams are
expected to keep up with has grown significantly,

placing more pressure on already stretched teams.

Those firms attempting to meet this challenge adding
headcount or asking more of their existing staff will find
the approach unsustainable in the long term. Whereas
those adopting Al will benefit from a more efficient way

to support monitoring, reporting and ongoing compliance
without continually increasing resource.

1.4 Fee Compression

Fee pressure is increasing across the sector, driven by
client expectations and competition from lower-cost
jurisdictions. There is a growing shift towards fixed-fee
and value-based pricing models, which is putting
pressure on margins.

Firms with high operational cost bases, particularly those
reliant on manual, process-heavy work, will find it harder
to remain competitive without impacting profitability.

Improving operational efficiency is no longer a strategic
choice. It is becoming a financial necessity.

1.5 Evolving Client Expectations

The beneficial owners and directors engaging with

TCSPs are getting younger. A new generation of clients
has grown up with real-time digital services as the
baseline expectation. They are accustomed to on-demand
reporting, instant document retrieval and proactive
communication. The service model built around

quarterly meetings, PDF reports and manual updates

is becoming increasingly out of step with what this

client group expects.
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2. The competitive landscape is already shifting

Al adoption is not a future consideration. It is already changing how firms operate and compete. Across major financial

centres such as London, Dublin, Luxembourg and Singapore, firms are already using agentic Al to support onboarding,
compliance monitoring and client reporting at scale. In some cases, this has been in place for several years.

The Crown Dependencies have traditionally competed
on quality of service, regulatory stability and professional
expertise. These advantages remain real, but they are not

sufficient insulation against competitors that, thanks to Al,

can deliver comparable quality at lower cost and higher
speed.

The window for early-mover advantage is narrowing.
Firms that act now will build operational efficiencies,
develop Al-driven insights and embed ways of working
that become increasingly difficult for others to replicate.
As Al systems learn from a firm'’s data over time, the value
they deliver grows, making it harder for late adopters to
close the gap.

The cost of inaction

¢ Losing ground to competitors in other international
financial centres already deploying Al at scale

¢ Falling behind as Al systems improve over time,
creating an increasing capability gap

o Greater risk of client attrition as expectations
continue to evolve

¢ Increased difficulty attracting and retaining
staff in a more technology-driven market

¢ Growing pressure to meet rising regulatory

expectations around technology,
data and risk management
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3. Where Al creates value for TCSPs

The following table sets out the primary use cases for Al across TCSP operations,
together with the practical application and the principal outcome delivered.

Use Case Application Primary Outcome
Al-led screening, document verification, L
PEP/sanctions matching and ongoin Reduced manual processing time;
KYC / AML Automation 9 going lower risk of human error;

monitoring with automated alerts when
risk profiles change.

faster onboarding.

Client Onboarding

Intelligent extraction of data from source
documents, auto-population of entity
records, and automated chase workflows
for outstanding items.

Faster time-to-revenue;
improved client experience;
reduced administration burden.

Document Review

Al-assisted review of trust deeds, minutes
and constitutional documents, with

Time savings for fee-earners;
more consistent document quality

issues proactively.

& Drafting drafting support for routine instruments . .
reduced reliance on outsourcing.
and correspondence.
Portfolio-level risk dashboards drawin L . )
. L . B Earlier identification of risk;
Risk Monitoring on CDD data, transaction patterns and i
. . . . better-evidenced regulatory
& Scoring external intelligence to surface emerging

reporting; reduced remediation cost.

Regulatory Reporting

Automated compilation of regulatory
returns, horizon scanning for relevant rule
changes across JFSC, GFSC and IOM FSA,
and gap analysis against current policies.

Reduced compliance workload;
lower risk of missed obligations;
audit-ready documentation.

Overall, the outcome is a resolution of resource shortages. Existing teams can become more

client-focused and productive and the business less reliant on recruitment to drive growth.
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4. The regulatory position across The Crown Dependencies

A common concern among TCSPs is whether Al can be used within a regulated environment. The position

across all three jurisdictions is broadly consistent, and importantly, supportive. Each of the regulators has
indicated a technology-positive approach and none prohibit the use of Al in regulated activities -

provided that firms maintain appropriate governance, accountability and oversight.

Jersey (JFSC)

The JFSC has published guidance on the use of
technology within AML/CFT processes and continues

to engage with the RegTech sector. Its approach is
technology-neutral. Firms can use tools such as Al, as long
as they can demonstrate that outcomes meet or exceed
those of manual processes. Responsibility remains with
the MLRO and the Board.

Guernsey (GFSC)

The GFSC has similarly affirmed that technology —
including Al — may be used in regulated activities. Its
published AML/CFT framework is outcome-focused,
leaving firms with discretion as to method. The GFSC

has engaged positively with firms piloting Al-assisted
transaction monitoring and CDD tools. Governance
documentation and validation of Al outputs are expected.

Isle of Man (IOM FSA)

The IOM FSA follows the same principles. Regulation

is outcome-based and technology-neutral, with a

clear expectation that firms maintain oversight of any
automated processes. The FSA has also supported
innovation through its regulatory sandbox, encouraging
firms to test new approaches in a controlled environment.

Key regulatory principle across
all three jurisdictions

Al can be used in regulated activities,
provided outcomes remain compliant

¢ The Board and MLRO retain accountability -

Al does not replace responsibility

Governance, validation and human
oversight of Al outputs are expected

Firms should document their Al tools,
their purpose, and how outputs are reviewed

Early engagement with regulators is advisable
before deploying Al in core processes
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5. A practical adoption roadmap

For most TCSPs, the challenge to agentic Al adoption is not regulatory or technical - it is organisational.

Obstacles include reticence to changing established operating models, concerns about data quality
and the uncertainty about where to start. This framework is intended as a practical starting point,

helping firms take the first steps in a structured and manageable way.

Phase 1 - Getting started (Month 1)

¢ Appoint an internal Al lead or small working
group with representation across key functions

¢ Review your current systems and identify fragmented
or duplicated data that could constrain Al deployment

¢ Define two or three high-priority use cases
based on operational pain points

¢ Consider governance requirements and,
where appropriate, engage with your regulator

¢ Begin conversations with suitably
qualified RegTech vendors

Phase 2 - Build your ‘Single Source of Truth’
(Months 2-3)

Al does not require perfect data to get started, but it does
require a clear roadmap to become efficient and scalable.
This phase should focus on improving structure and
consistency, rather than trying to fix everything at once.

¢ Define a target data structure with one reliable
repository for client, entity and compliance data
across all lines of business. Think of this as your
single ‘source of truth’

¢ |dentify and prioritise the most data-intensive
processes - KYC records, entity registers, risk
assessments - as the first consolidation targets

¢ Establish data governance standards: ownership,
quality thresholds, naming conventions and
audit trail requirements

¢ Cleanse and migrate existing records into
the repository, resolving duplicates,
gaps and inconsistencies

¢ Implement access controls and data classification
to ensure the repository meets regulatory
and privacy obligations

¢ Validate data completeness and quality before
connecting Al tools - poor inputs will produce poor
outputs regardless of the sophistication of the model

Phase 3 - Pilot (Months 3-6)

e Select one use case for a time-limited pilot -
KYC automation or document review are
typically the lowest-risk entry points

¢ Set clear KPlIs: e.g. time saved, improved accuracy,
regulatory outcomes and user feedback

e Document the Al tool, its purpose,
its limitations and your validation process

¢ Train relevant staff and ensure a human
review workflow for Al outputs

¢ Engage your regulator where appropriate,
particularly if the pilot touches AML/CFT processes

Phase 4 - Scale (Months 6-9)

¢ Evaluate pilot results against KPIs
and decide on if and where to expand

¢ Roll out to additional use cases applying
any lessons learned

¢ Integrate Al outputs into governance
reporting and management information

¢ Review and update policies, procedures
and client agreements to reflect Al use

¢ Invest in ongoing training to build confidence
and understanding across the business
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6. Addressing common concerns

Discussions around Al adoption in the TCSP sector tend to raise a familiar set of concerns.

All of them are valid. But none of them, on their own, should prevent progress.

"Our data is not ready."

There is a strong case for getting your data in order
regardless of Al. Having a single source of truth,

with clean, well-structured and accessible data,

should sit at the core of any well-run business,
particularly those with stringent regulatory requirements.

So, while data readiness is a challenge for almost every
firm, thinking about adopting Al should be a reason

to start, not to wait. A structured approach to Al adoption
will highlight data issues and help create the momentum
needed to address them.

Waiting for perfect data is likely
to mean not starting at all.

"We don't know which tools to trust."

The RegTech market has grown steadily in response

to the needs of the sector. There are well-established
providers with deep experience in regulated financial
services and proven track records in similar jurisdictions.

Firms should consider partners with a strong foundation
and a clear understanding of the challenges and risks
involved, rather than newer entrants focused solely on
Al. Applying the same due diligence, peer insight and
regulator engagement used across the business will
help guide you to the right solution.

"We are concerned about regulatory risk."

The regulators across Jersey, Guernsey and the Isle of Man
have been clear: outcome-based supervision means that
Al is permissible where it delivers compliant results and

is subject to appropriate oversight. The regulatory risk

of inaction - falling behind on AML effectiveness,

data quality and reporting accuracy - is, if anything,
greater than the risk of thoughtful Al adoption.

"Our people are resistant to change.”

Internal resistance is perhaps the most honest concerns.
Staff who have built careers on deep process knowledge
may perceive Al as a threat to their roles rather than

a support for them.

In practice, resistance diminishes sharply once staff
experience the technology first-hand. The professional
who previously spent two hours manually compiling

a risk report, and now reviews an Al-generated draft

in twenty minutes, is rarely an opponent of adoption
for long. The key is involving staff early - in use case
selection, in pilot design, and in feedback loops -

so that Al is something that happens with them, not to
them. Change management is not a soft complement
to an Al programme; it is a core component of one.

"Will our clients be concerned about Al use?”

In the majority of TCSPs Al will be used behind the scenes
to support internal processes such as document handling,
compliance monitoring and risk analysis, where client
consent is not required. Where Al plays a more visible
role, appropriate disclosure can be considered in line

with jurisdictional obligations.

This is a manageable legal and communication point,
not a barrier to adoption.

"We don't have the resources or expertise.”

Adopting agentic Al does not necessarily mean hiring
additional IT resource or specialist skills internally.
With the right partner and a focused approach,

the initial effort is manageable.

It does require some time and attention, particularly

in reviewing existing processes and identifying where

Al will deliver the most value. However, a relatively small
amount of short-term effort can lead to meaningful
long-term gains in efficiency, consistency and scalability.
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Conclusion: The cost of waiting

The Crown Dependencies have built their financial services sectors on the twin pillars of professional
excellence and regulatory integrity. Both remain genuine competitive assets, but they now sit within
a global market where technology is moving quickly, and where the gap between Al-enabled

and non-Al-enabled firms is widening each year.

This white paper does not argue for the wholesale Trust and Corporate Service Providers that move now
replacement of professional judgement with automated will be better positioned to serve the next generation
systems. Rather, it puts the case for the strategic of clients, to absorb increasing regulatory obligations
augmentation of human expertise with tools that without proportionate cost increases, and to compete
reduce operational friction, improve compliance effectively as the international financial services
outcomes and free senior professionals to focus landscape continues to evolve.

on the work that genuinely requires their skill. Those that delay will find, in due course,

that the gap has become very difficult to close.

The question is not whether to adopt Al: It is whether to adopt it before or after your competitors.
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