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FAMILY OFFICE GOVERNANCE

The Execution Gap

Why Al Is About to Make Professional Services’ Biggest Problem

Exponentially Worse
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Family offices can’t tell you what their biggest operational cost is.

Not because they don’t want to. Their work simply was never captured as a process.
A family office with $1 billion dollars under supervision spends an average of $6.6
million each year on operations.

'The money just goes out. If you ask where it goes, you’ll probably get a shrug—
because the work isn’t captured in line items. It’s captured in people.

$6.6M

Average annual operating cost for a family office with $1B under supervision.
Most of it can’t be traced to a process-because there isn’t one.

Here’s an example showing where some of that $6.6 million goes:

The Smith trust document says: “Pay quarterly income to three beneficiaries after
trustee approval.” That’s just an instruction. Someone has to actually do it.

Every January, Sarah rebuilds the family office’s compliance tracker from scratch—a
spreadsheet listing which trusts require which distributions on which schedule. The
Smith trust document already says which distributions need to be made and when.
Yet Sarah types it out again.

" J.P. Morgan Private Bank, 2026 Global Family Office Report
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Every Tuesday, Sarah opens the same tracker. Row 47 says “make
distribution.” But the tracker doesn’t link to the trust agreement, so Sarah
has to find it. The tracker doesn’t say which account the money comes from,
so Sarah has to look that up. It also doesn’t say which account it goes to, so
Sarah has to find that, too. The trust document already contains all of this.
But Sarah looks it up anyway. It’s the only way she can do her job.

Sarah makes the distribution. She documents what she did and savesitas a
PDF. She emails the accountant. The accountant books it in the general
ledger. Another email confirms it’s booked.

Michael, the trustee, gets an email asking him to approve. There’s a form
attached. No context. No link to the underlying terms. Michael approves by
sending another email. He didn’t approve the distribution because the trust
document was in front of him. Rather, he remembers the Smith trust works
this way because he’s been doing this for years. He knows how the
distributions work because the terms are in his head.

Three people applying a trust document’s terms in three different forums to
make sure those terms are executed. Sarah in her spreadsheet. The
accountantin the ledger. Michael in his mind. And the email thread between
them is the only record the distribution actually happened.

That’s governance. Not a boardroom. Not a strategy retreat. Just making

sure what’s supposed to happen actually happens
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Multiply the above scenario by hundreds of
documents, dozens of entities, and years of
accumulated complexity.

That’s where the $6.6 million goes every year. Not to a line item called “governance.” To
Sarah’s Tuesdays. To Michael’s memory. To email threads that nobody can find two years
later. Yet no one can measure what was never defined.

THE CRAFT

The work is artistry. That’s why no
one systematized it.

There’s a reason it works this way. Professional services have always seen themselves as a
craft—and they are.

THE CANVAS THE MEDIUM

An intra-family investment across multiple Understanding the relevant facts,
trusts with complex tax implications. applicable law, and desired family
outcomes.

When the CIO coordinates with outside counsel and tax advisors about the investment, each
professional is coloring the canvas with their own expertise. Each decision is like a
brushstroke, and together they create a masterpiece: an investment that balances all the
variables they had to understand and reconcile.

This kind of work, this kind of collaboration—it’s artistry. The kind only years of experience
can carry out so deliberately, so effectively. It requires judgment, relationships, and expertise
that can’t be reduced to automated procedure. Each situation—each painting—is too unique,
too fact specific. And no two are the same. Professional services never systematized because
systems felt like an insult to the craft.
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THE GAP

The artistry ends when the
document is signed.

Everything after that—creating the records, linking the entities, scheduling the compliance,
tracking the terms—is all execution. These tasks do not require creativity, expertise, or style.

Artistry Execution
Designing the investment. Coordinating Creating the records Linking the
the advisors. Balancing the variables. entities. Scheduling the compliance.

Making the decision. Tracking the terms.

Requires a system.

Executing the terms of a document is like putting a masterpiece on display and
maintaining it in a museum. While it requires no creative judgment—because
everything has already been decided—it does require significant time, energy, and
attention. And so those same professionals spend their days doing these non-
artistic tasks manually, because no system exists to do it for them.

New blank canvases that require the professionals’
artistry accumulate and go unpainted because
ensuring their finished creations are properly on
display consumes their workdays.

This isn’t just a family office problem- how all professional services work. And Al is

about to make it exponentially worse.
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THE INDUSTRY’S BLIND SPOT

The technology industry sold storage for
forty years.

When family offices went digital in the 1990s, technology vendors offered storage:
SharePoint, folder hierarchies, document repositories, etc. Family offices adopted these
tools—and it was the right decision. Documents were trapped in filing cabinets. People
needed access, and digital storage made access possible.

But that was forty years ago. A lot has changed. Complexity multiplied. Compliance demands
exploded. Coordination requirements grew exponentially. And SharePoint stayed a folder.

‘ 1990s Digital storage replaces filing cabinets. The right move.
©® 2000s Complexity multiplies. Tools don’t change.

® 2010s Compliance explodes. More system bolted on. None connected.

? Now Fragmentation is structural. And Al is arriving into the chaos.

The technology industry kept selling the same solution—storage, access, retrieval—
as a generic product because that's what scales. And because building a product
that stores, accesses, retrieves... and executes? Well, that’s hard to do. It’s a
significant investment. Remember: no two “paintings” are the same. Execution is
domain specific. Execution doesn’t fit in a box. So the industry sold minimally
viable, year after year, decade after decade.

Family offices outgrew the tools, and the tools never caught up. So the industry
bolted on more systems, each one solving a narrow problem, none connected to
the others. That’s where fragmentation comes from. It’s not a family office mistake.
It’s technology industry complacency.
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THE MISUNDERSTOOD DOCUMENT

A subscription agreement isn’t a record.
It’s a set of instructions.

Meanwhile, every legal document kept arriving dense with instructions. A subscription
agreement isn’t a record—it's a set of instructions: “this investor is contributing this asset to
these entities, in these percentages, with these terms.” A trust agreement isn't a record—it’s a
charter: “these beneficiaries have these rights, these trustees have these powers, these actions
must occur under these conditions.”

Tax Legal

Reads elections, basis, and allocation Reads powers, authorities, conditions
Investment Family

Reads commitments, terms, restrictions Reads rights, benefits, intentions

Everyone coordinates through email. The document sits in a folder, disconnected
from everything it was supposed to set in motion.

The technology industry digitized storage.

Only iPaladin digitized execution.
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THE Al TRAP

Al is about to repeat the pattern.

Family offices know this now. They feel it every day—the email threads that are the only
record of critical decisions, the institutional knowledge that walks out the door when
someone leaves, and the constant manual reconciliation between systems that should talk to
each other but don’t.

Which is exactly why Al feels like the answer. It arrived at the precise moment family offices
are desperate for a solution.

/\ But the technology industry is doing it again.

They’re selling reading tools—summarization, document intelligence, chat
interfaces—because that’s what scales. Execution is still domain specific. Execution
still doesn’t fit in a box. The industry is selling minimally viable, again. Technology
vendors still can’t solve the actual problem.

Al can read documents brilliantly. But it cannot execute instructions that were
never structured as instructions. When you ask Al to synthesize thirty years of
archived PDFs, you get summaries of what those documents say—not the
operational logic those documents perform. Sure, you get confident descriptions of
what was filed. But you don’t get reliable execution of what was meant to happen.

WHAT Al READS WHAT EXECUTION REQUIRES

Confident descriptions of what was files ¢ Reliable action on what was meant to

happen.
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What’s worse: family offices are about to have six different
Al systems—one for each vendor, each reading documents
independently, and none coordinating.

THE NEW FRAGMENTATION

® Custodian Al ® Accounting Al ® Legal Al

@ TaxAl ® Reporting Al ® Compliance Al

Six systems reading. Zero systems executing. None coordinating.

Alisn’t solving fragmentation. It’s repackaging it.

You accepted minimally viable once. You know better now.

Execution requires architecture, not just intelligence.
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EXECUTION ARCHITECTURE

What execution architecture actually
requires

iPaladin spent years building execution architecture that eliminates the gap. Our system has
three layers, not one.

Governance Architecture 15 years- 3 U.S. patents

Structure That Persists

Intelligence Layer

3 years - Patent pending
Domain Expertise, Encoded

Foundation
1 Available off the shelf

Anthropic’s Claude

4 Only this layer is available to everyone else.

The Foundation: Anthropic's Claude. We chose Anthropic deliberately—they lead the market
in reasoning capability, publish more about their testing methodology than any other
provider, and are the only major LLM company that explicitly states users retain ownership of
their data.

More importantly, they’ve invested more than anyone in making Al work as integrated
enterprise technology: their Model Context Protocol (MCP) has become the industry standard
for connecting Al systems to external data and tools, now adopted by OpenAl, Google,
Microsoft, and AWS. In December 2025, Anthropic donated MCP to the Linux Foundation and
co-founded the Agentic Al Foundation with OpenAl and Block'—a clear signal that enterprise
integration, not consumer novelty, is where Al is heading. iPaladin needed a foundation built
for that future.
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The Intelligence Layer: Domain Expertise, Encoded. iPaladin spent three years building
institutional knowledge about how family offices actually operate—what trust language
means operationally, how entity structures cascade, which compliance workflows trigger
from which documents, and so on.

This isn’t prompt engineering. It’s what a senior administrator knows after twenty years, built
into our system so her institutional knowledge doesn’t walk out the door when she retires.
This layer is the subject of a pending Al patent.

The Governance Architecture: Structure That Persists. iPaladin spent fifteen years building
the scaffolding that holds everything together—entity hierarchies, relationship maps,
workflow definitions, and approval chains. These nonnegotiable building blocks are what
differentiate an Al that reads a document and forgets, and an Al-powered system that creates
permanent, auditable records. Now, Sarah doesn’t have to build the compliance tracker each
year. She can oversee its formation from the trust document. And Michael doesn’t have to
rely on his memory. He can approve a distribution with full context on the screen. Every
action links back to the source. This layer is protected by three U.S. utility patents'™.

BEFORE

Sarah builds the compliance tracker Sarah oversees its formation from the

each year from scratch. Michael trust document. Michael approves with

approves from memory. full context on screen. Every action links

back to the source.

All three layers are required or the castle crumbles. Only the first layer—the

Foundation—is available off the shelf. The other two took years to build,
because iPaladin understood what we’d created: not a better document reader,
but the execution tool professional services never had.

i Linux Foundation, "Linux Foundation Announces the Formation of the Agentic Al Foundation," December
9, 2025. linuxfoundation.org
U.S. Patent Nos. 10,789,572; 11,631,051; and 12,314,903
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IN PRACTICE

What This Looks Like in Practice

Thisisn’t hype. It’s operational. Here’s what happens today when a subscription agreement
arrives—“one concentrated stock position contributed to five family limited partnerships.” One
document. Three Al approaches available in the market. Three different outcomes.

SOPHISTICATED Al Al EXECUTION ARCHITECTURE

“An investor is contributing a 10 governance environments
concentrated stock position to five created

family limited partnerships under the
following terms...”

Ownership docs, attributes, &

workflows
Entity relationships mapped
Portfolio & GL aligned

Full provenance linked to source

Tells you what the terms say Actually executes

Not because it’s magic. Because the logic was always in the document. iPaladin’s execution
architecture extracts it, structures it, and acts on it-with a human confirming every step.

minutes

start to finish

All three can read the document. All three can tell you what it says.

But only one can execute.
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Legal

Case management Contract
Brokerage/Custody
Trading platforms Regulatory documentation
Accounting
ERP systems Audit documentation

Technology vendors digitized storage for each industry but left execution manual.
It’s the same pattern. The same invisible cost.

And now—the same Al mirage.

Billions are about to be spent on tools that read documents beautifully and execute

nothing.
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WHAT COMES NEXT

Family offices don’t need better Al
models.

They need what iPaladin built: reasoning capability, domain intelligence, and
governance structure that makes execution permanent and auditable.

Documents as records > Documents as instructions
Execution as task > Execution as operations
Governance as a person > Governance as a system

Sarah shouldn’t spend her Tuesdays re-creating what the trust document already
says. Michael shouldn’t approve distributions from memory. And the email thread
shouldn’t be the only record that anything actually happened.

“This industry has talked about governance for forty years. It's time to just do it.”

-Austin Sigety, 4" Gen Family Office Principal
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iPaladin provides governance architecture for family offices
and institutional wealth management.

iPaladin.com
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