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This analysis applies the SERVE Framework to examine why BNY Mellon’s Eliza

Platform implementation succeeded and what lessons can be learned for future

deployments. By analyzing each SERVE component, we can identify specific

validations that led to this success and understand how other’s may use the

approach to produced similar outcomes. This framework treats AI agents like

digital employees requiring proper onboarding, ethics training, and

accountability standards and principles that were notably absenpresent in this

case.

This analysis was prepared with the assistance of artificial intelligence tools for

research and drafting support. All interpretations, insights, and conclusions

reflect the authors’ independent judgment and do not represent the views of

BNY Mellon or any other company discussed. The authors have no financial,

contractual, or operational involvement with the organizations analyzed. Our

review is based solely on publicly available information and should not be

considered investment advice, legal guidance, or an authoritative statement of

fact. While care has been taken to ensure accuracy, no liability is assumed for

errors, omissions, or outcomes resulting from the use of this analysis.

About This Analysis

This report was authored by Jennifer Bleen, Founder of Peer to Peer LLC, a Matrix
Intelligence Limited partner. The views expressed are her own, based on the

application of the SERVE Framework.  This independent analysis is for educational
purposes only and is not affiliated with or endorsed by BDO.



S. Spot the Struggle
Identify specific human struggles before building.

E. Enhance Human Strengths
Design AI to amplify human capabilities, not replace them.

R. Run Real-World Tests
Test with actual users doing actual work, not demos.

V. Verify Human Outcomes
Measure human outcomes, not just technical metrics.

E. Evolve with Feedback
Build feedback loops that prioritize human experience.
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A practical framework to keep AI projects human-centered
from design to implementation.

The SERVE Framework

The SERVE Framework is more than a checklist. SERVE is a
mindset. By starting with human struggles, enhancing
strengths, and evolving through real-world feedback,

organizations can ensure their AI solutions genuinely serve the
people they are built for. 



BNY Mellon, one of the world’s largest custodian banks, developed its

proprietary Eliza AI platform to move beyond isolated automation and

embed AI agents as “digital teammates.” Unlike off-the-shelf solutions,

Eliza was designed to operate securely within the bank’s infrastructure,

combining multiple large language models with proprietary

orchestration. The platform empowers employees to create “disposable

agents” on demand. These AI teammates are built for specific tasks and

discarded after use; democratizing AI adoption across the organization. 

Eliza has transformed how nearly 50,000 employees work, achieving a

remarkable 96% adoption rate within 18 months. By enabling faster

research, streamlined compliance, and enhanced client preparation, the

platform has improved operational efficiency while freeing professionals

to focus on higher-value tasks. 

Employee adoption is not the only success story here. Eliza has

contributed to record-breaking quarterly revenues surpassing $5 billion

and strengthened BNY Mellon’s position in emerging markets like

stablecoin custody. The key to enhanced employee engagement was

positioning AI as an empowering tool rather than a threat. Together,

these impacts make Eliza one of the most successful enterprise-scale AI

deployments in financial services.

Case Overview
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Spot the Struggle
BNY Mellon anchored AI in employees’ daily

workflow challenges.

The Eliza platform was introduced to focus on addressing concrete pain

points instead of chasing hype. The platform helped with repetitive

tasks like research, compliance checks, and client preparation. These

were areas where employees consistently reported spending too much

time on low-value work, limiting their ability to focus on clients.

By starting with specific, validated struggles, the firm ensured AI

immediately relieved friction in day-to-day operations. This practical

approach built credibility and made adoption a natural choice for

employees rather than a mandate.

Begin every AI program by mapping

frontline pain points and funding use

cases that deliver tangible relief

employees can feel from day one.
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Enhance Human Strengths
Eliza was positioned as a co-pilot that empowers, not

replaces, professionals.
Eliza platform allows employees to build their own agents for specific

tasks like automate data gathering and synthesis, but professionals still

provide the judgment and context in client meetings. This framing

emphasized that AI was there to “clear the runway,” not fly the plane.

This not only freed employees from repetitive work but also gave them

hands-on experience in designing their own AI teammates to enhance

human skills while expanding capacity.

By enabling employees to both use and create AI agents, BNY Mellon

avoided replacement fears and invested in upskilling its workforce. This

strengthened buy-in, built technical literacy, and turned AI into a tool for

empowerment and growth.

Empower employees to create and

customize AI tools within safe

guardrails. Use AI adoption as an

opportunity to upskill teams, making

them builders as well as users.
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Run Real-World Tests

BNY Mellon phased implementation with real-
world pilots before scaling.

The Eliza platform began with small-scale pilots in targeted business

lines. Adoption grew from 36% in its first year to 96% within 18 months

as successful results naturally convinced teams across the bank to join.

Real-world piloting created proof points and credibility. Instead of a

risky “big bang,” employees saw tangible evidence that AI worked in their

context, generating curiosity, and fueling momentum organically.

Require phased pilots with measurable

outcomes before scaling enterprise-wide.

Use results as internal case studies to

build confidence and accelerate

adoption.
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Verify Human Outcomes

BNY Mellon measured success by tracking human
outcomes, not just system accuracy.

Beyond adoption rates, the Eliza team focused on efficiency wins —

turning tasks that once took five hours into two minutes, a capacity boost

of more than 500%. These gains showed employees were receiving direct,

tangible benefits from AI.

Measuring time saved and capacity unlocked provided a clear human-

centered proof of value. Sustained usage, paired with massive efficiency

gains, confirmed Eliza improved daily workflows and reinforced trust.

 Verify AI through human KPIs: adoption,

time saved, capacity unlocked, and

satisfaction. Scale only those use cases

that deliver clear, measurable benefits to

people.
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Evolve with Feedback

The bank treated AI adoption as cultural
transformation, not just technology deployment.

BNY Mellon’s CEO, Robin Vince, championed a vision of “AI for everyone,

everywhere, for everything,” supported by firmwide training and change-

management programs. Employees were encouraged to create

“disposable agents” for specific tasks, lowering the barrier to

experimentation.

By embedding AI into culture and leadership messaging, BNY Mellon

created an environment where adoption was embraced, not imposed.

This cultural alignment ensured that AI wasn’t just a tool, but part of

how the organization evolves.

Treat AI integration as a cultural

journey. Invest in leadership

communication, training, and feedback

loops so employees view AI as part of

their growth, not a threat.
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Start with employee pain points. Anchor AI in daily struggles like research,

compliance, and client prep.

Empower, don’t replace. Use AI to offload repetitive tasks and let staff

build their own agents, driving upskilling and engagement.

Pilot before scaling. Prove value in real-world use cases, then expand

adoption based on evidence.

Verify human outcomes. Track usage, time saved, and capacity unlocked. 

Evolve as culture. Back AI with leadership vision, training, and governance

so adoption feels natural and sustainable.

Key Lessons

If your organization is exploring AI adoption, now is the time to build readiness and

resilience. At Matrix Intelligence, we help executive teams avoid costly missteps

through our AI Strategic Growth Accelerator Workshop — a four-week engagement

that delivers clarity on your AI readiness, identifies high-impact use cases, and

equips you with a board-ready AI strategy.

To learn how to protect your organization, accelerate AI adoption responsibly, and

lead with confidence, reach out at sales@matrixintelligence.ai or visit

matrixintelligence.ai
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BNY Mellon’s Eliza platform shows what’s possible when AI is designed around

people. By addressing employee struggles, enhancing human strengths, and

delivering measurable outcomes like 500%+ efficiency gains, the bank

achieved near-universal adoption and clear business impact. With strong

governance and a culture of empowerment, Eliza turned AI into a trusted

teammate rather than a threat. For executives, the lesson is simple: when AI is

built to unlock human potential, it becomes a driver of both productivity and

trust.

https://matrixintelligence.ai/
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