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Executive headline

Nu has moved Al from a productivity layer to a manufacturing layer of the bank. In one quarter the
franchise reports ~100% employee Al utilisation, 50% YoY engineering throughput, NuFormer
foundation models live for credit decisioning, sub-second NPV pricing on every personal loan, Al Private
Banker at 15M+ MAU and Pix-with-Al at 10M+ MAU — while delivering $5.32B revenue (+42% FXN),
$871M net income (Adj. $937M / 31% Adj. ROE), a record-low 16.6% core efficiency ratio, and risk-adj
NIM resilient at 9.5%. The four-year compound — +75M customers, ARPAC 24% FXN CAGR, efficiency
-43pp, Net Income 84% FXN CAGR — is the AO flywheel made financial. Read against the AO lens, this
is a rare integrated transformation; the constraints have shifted upstream — to the governance of
Al-native decisioning, the durability of model performance through cycles, and the operating model
workflow reinvention will demand. The next AO question is no longer 'is Al working?' but 'who governs
the Al bank?'.

~100% 25M 17.6% 31%

employee Al Al surfaces at scale efficiency ratio Adj. ROE Q1'26
tool utilisation (15M Al Banker - 10M Pix-Al) (16.6% core - -43pp / 4y) Net Income $871M - +41% FXN
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Executive summary

Four pillars and the verdict

In one page: Nu's Al program reads as an integrated operating system, not a productivity tool. The
four-pillar earnings formula compounds because each pillar reinforces the next; the AO verdict says the
constraint has already shifted upstream from infrastructure to governance.

The four-pillar earnings formula

Engagement x Monetization - Scalability = Profitability — each pillar evidenced in the Q1'26 results.

ENGAGEMENT MONETIZATION SCALABILITY PROFITABILITY
135M customers $16 ARPAC 18% efficiency (16.6% $871M net income (Adj.
+75M [ 4y - 25M on Al 24% FXN CAGR / 4y core) $937M)
surfaces NIM 21.1% - risk-adj 9.5%  -43pp / 4y - $1.0/mo 84% FXN CAGR / 4y
Al Banker 15M - Pix-Al Coverage 249% - 90+ cost-to-serve ROE 29% - Adj. ROE 31%
10M MAU NPL 6.5% MX efficiency 42%

(-78pp / 4y)

Runway: Brazil + Mexico addressable gross-profit pool ~US$143B (BR $100B - MX $43B). Nu holds ~7% BR / <1% MX.
Digital-challenger share of the banking pool: ~5% (early 2000s) - ~20% (today) - ~35% (2030E).

The AO verdict

Nu earns an A on platform, A- on people, B+ on governance, A on compounding — a rare profile. The
visible constraint has moved from infrastructure to governance, from adoption to accountability, from
productivity to model risk. The next AO question is no longer can we build an Al-native bank? but who
governs the Al bank we have already built?

Platform A Cloud-native proprietary core; data unified; NuFormer in production; sub-second
decisioning.
People A- ~100% adoption; single Al mandate; new CPO mandate; literacy curriculum implicit,

not yet layered.

Governance B+ Strong board sponsorship; gap on model risk, autonomous-agent decision rights,
override paths.

Compounding A Productivity is reinvested in product velocity; Al is a meaningful driver of +40% YoY
credit.

What follows. §01 grounds these numbers in the Q1'26 documents - §02 AO Maturity radar (8 dims) - §03 Systemic health
(12 signals) - §04 Practice modules - §05 Adaptive risks - §06 180-day moves - §07 The compounding curve in full.
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O1- Situation in evidence

Executive Report

Nu Holdings - 1Q26 Al Transformation - 2026

What the Q126 documents actually say

CHALLENGE

A profitable digital bank with 135M
customers, but operating in
markets where Al is reshaping the
manufacturing of financial
products. Productivity-layer Al is
table stakes; the structural risk is
being out-engineered by Al-native
incumbents or new entrants in
credit decisioning, pricing, and
customer relationships. Need:
redesign credit, customer
journeys, and decisioning around
first-party data and proprietary
models, without breaking unit

SOLUTION

Three-phase Al Transformation,
run in parallel. (1) Al Assistance:
~100% employee tool utilisation,
weekly token consumption ~10x
since Jan, 50% YoY engineering
throughput, 90% faster testing
cycles. (2) Workflow Reinvention:
customer journeys rebuilt
end-to-end; product roadmap for
mid-2027 pulled into 2026;
real-time Al underwriting now
driving meaningful credit-limit
expansion. (3) Al-Native Bank:
NuFormer foundation models live

OUTCOME

Q1'26: revenue $5.32B (+42%
FXN, first > $5B); net income
$871M / Adj. $937M; ROE 29% /
Adj. ROE 31%; efficiency 17.6%
reported, 16.6% core (-43pp / 4y);
NIl $3.25B record; NIM 21.1%,
risk-adj NIM 9.5%; portfolio
$37.2B (+40% FXN); exposure
$70.7B (+44% FXN); deposits
$42.4B; 90+ coverage 249%
strengthening. Mexico hit IFRS
break-even with 15M customers
(3rd largest), efficiency 42%
(-78pp / 4y) on a US$43B pool

economics.

for credit cards in Brazil + Mexico
and unsecured lending in Brazil;
sub-second NPV pricing on every
personal loan; Al Private Banker at
15M MAU, Pix-with-Al at 10M MAU
— Nu's first two Al-native
customer surfaces.

growing ~15% / yr.

Signals from the call that frame Nu's next horizon

Five vectors from the David Vélez and Guilherme Lago commentary materially change how this
transformation will compound value:

Al as manufacturing layer

The four-pillar earnings
formula

NuFormer + Al
underwriting in production

Two Al customer surfaces
at scale

Profit-pool runway is
asymmetric

Workflow Reinvention
timeline pull

David Vélez: "We are not adding Al to banking, we are rebuilding banking around AL"
Framed as a 10-year parallel to building Nubank branchless — a category-redefining
bet, not a productivity programme.

Engagement (135M customers, +75M / 4y) x Monetization (ARPAC $16, 24% FXN
CAGR) — Scalability cost (efficiency 18%, -43pp / 4y) = Profitability (Net Income
$871M, 84% FXN CAGR). The same flywheel is now visibly engaged in Mexico.

Proprietary foundation models running real-time NPV pricing on every personal loan
in <1s; live for credit-card decisioning in two countries and unsecured lending in
Brazil. Real-time Al underwriting now drives meaningful credit-limit expansion over 12
months — a quoted driver of the +40% FXN portfolio growth.

Al Private Banker at 15M MAU (insights, payments, credit advice, debt resolution) and
Pix-with-Al at 10M+ MAU. Together they form the petri dish for the third-phase
'Al-Native Bank' — measurable, repeatable, monetisable.

Brazil + Mexico addressable gross-profit pool ~US$143B (BR $100B, MX $43B). Nu
holds ~7% in Brazil and <1% in Mexico, with the Mexico pool growing ~15% / year.
The compounding curve is mathematically still in its early innings.

Teams shipping features originally planned for mid-2027. Capacity from Al Assistance
is being reinvested in product velocity, not banked as cost savings — the rare
reallocation move at scale.

"Al is not an experiment at Nubank. It is reshaping how we build, how we decide, and how we serve,
and we are still very early in what this transformation will eventually deliver."

— David Vélez, Founder & CEO, Nu Holdings - Q1'26 conference call
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02 - AO Maturity radar

Eight dimensions, scored 0-10 against the
AO reference model

The radar reads the transformation through the AO frame: structure (platform, data, process), behaviour
(leadership, learning, governance), and outcome (value, customer). Scores reflect what the two Q1'26
documents evidence today — not what teams may have done off-page. The dashed line marks an AO
benchmark for a category-leading digital bank running a serious Al transformation programme.

Platform &
Integration
Leadership Data
& Vision Foundation
Platform & Integration s 9.0
Data Foundation eeeessespss 9.3
Process Reinvention — 7.8
Learning & Process Embedded Al in work meeess——— 8.4
Al Literacy Reinvention Business Value Capture V)
Adaptive Governance — | 6.3
Learning & Al Literacy —— 7.6
Leadership & Vision s 9.4
Adaptive Embedded Al
Governance in work

Business
Value Capture

AO scoring - 0 = absent - 10 = exemplary | Solid bar = current evidence - vertical tick = AO benchmark (7.5)

Reading the radar

Six dimensions in leader band. Leadership & Vision (9.4) and Data Foundation (9.3) anchor the
transformation: the CEO frames Al as the manufacturing layer of the bank, and 135M transacting
customers on a unified cloud-native stack produce a category-defining first-party dataset. Platform &
Integration (9.0) reflects proprietary core banking built internally, with experiments moving to production
in days rather than quarters. Business Value Capture (9.2) is unusually high — Q1'26 already shows the
credit portfolio compounding at +40% YoY with the Al flywheel cited as a meaningful driver, while
efficiency hits a record-low 17.6%. Embedded Al in work (8.4) is broad — ~100% employee utilisation,
real-time NPV pricing, 15M MAU on Al Private Banker.

Two dimensions lag, and they are the right ones. Adaptive Governance (6.3) is the visible constraint: the
documents describe Al in production for credit decisioning, but no described governance charter for
autonomous-agent escalation, model risk, or decisioning oversight surfaces in the disclosure. Learning &
Al Literacy (7.6) is high relative to peers but is a moving target — the company is fast outrunning the
operating model its workforce was trained on. Process Reinvention (7.8) is mid-stage by design:
Workflow Reinvention is explicitly Phase 2, not yet complete.
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03 - Systemic health check

Twelve signals across structure, behaviour

and learning loops

Nu Holdings - 1Q26 Al Transformation - 2026

The health check uses a 1-5 scale tuned for live-system dynamics: 1 = fragile / blocking, 3 = functioning

but uneven, 5 = self-reinforcing and resilient. It distinguishes what the platform enables from what the

organisation is actually doing.

STRUCTURE

Unified cloud-native core banking stack °
First-party data substrate (135M customers) °
Proprietary foundation models in production (NuFormer) °
Real-time decisioning infrastructure (<1s NPV) °
BEHAVIOUR

Executive sponsorship and narrative clarity °
End-user Al tool adoption across functions °
Cross-functional product ownership of Al surfaces °
Decision rights for autonomous-agent escalation °
LEARNING LOOPS

Al literacy programme — coverage and depth o
Model-performance feedback per use case (drift, value, error) °
Communities of practice spanning eng + risk + product °
Outcome accounting (productivity - product velocity) °

The pattern is unusual. Structure scores 4-5 across the board — proprietary models, unified data,

cloud-native core, real-time decisioning are all live. Behaviour is high but uneven: adoption and

sponsorship are exemplary, yet decision rights for autonomous agents (who can promote a model, who
escalates a denied loan, who sunsets a deployed agent) are largely invisible in the disclosure. Learning
loops are the most differentiated against peers, but the gap between Phase 1 (assistance) feedback and

Phase 3 (Al-native) feedback is meaningful — NuFormer's model risk loop is not yet described at the
same fidelity as Al adoption metrics. This is no longer an infrastructure-ahead-of-organisation profile

(the Prysmian pattern); it is a decisioning-ahead-of-governance profile — a rarer, higher-stakes
configuration.

Pierre Neis - Menschgeist - agile-organization.com

05



AO MASTER DIAGNOSTIC Executive Report Nu Holdings - 1Q26 Al Transformation - 2026

04 - Practice modules

Where the value lives — and where it leaks

AO practice modules read each operational domain through three questions: what is installed, what is
adopted, what is compounding into durable advantage.

DOMAIN INSTALLED ADOPTED COMPOUNDING AO COMMENT

Credit NuFormer foundation Production at Strong — model-  Highest strategic value asset. Pair model

decisioning models for credit card (BR,  scale; driver of as-product performance with public model-risk
MX) + unsecured (BR); +40% YoY narrative to compound investor trust.
real-time NPV pricing <1s portfolio

Customer Al Private Banker (15M 25M combined Two Al-native Petri dish for Phase 3. Instrument

relationship MAU) + Pix-with-Al (10M Al MAU surfaces relationship-level outcomes (NPV per
MAU): insights, payments, Al-served customer), not just MAU —
credit advice, debt quality > reach.
resolution

Engineering & ~100% Al tool utilisation; Universal Yes — features Rare reallocation win. Make the

product 50% YoY throughput; 90%  across pulled from 2027-2026 pull-in explicit in the
faster tests; weekly tokens  functions mid-2027 into operating cadence; don't let it normalise
~10x 2026 silently.

Risk & Al-powered debt resolution  Live across all Early — 90+ NPL  Short-duration portfolio is the killer

collections in Al Private Banker; cohort  three franchises 6.5% improving, enabler — react in days, not quarters.
ROA 8.9% (BR CC, 3m), coverage 249% Tie collection Al to NPV, not delinquency
15.8% (BR unsecured, 7m), alone.

14.1% (MX CC, 2m)

Pricing & Real-time NPV pricing on Production at Foundational — Most differentiating capability.

portfolio mgmt  every personal loan; scale NIM 21.1%, Document policy boundary: where NPV
real-time Al underwriting risk-adj NIM pricing ends and human/board approval
expanding credit limits 9.5% begins.

over 12 months

Customer Al-assisted across Universal Stable Cost-to-serve trend is the proof point of

support & ops functions; cost-to-serve operating model fit. Watch the tick-up
$1.0/month from $0.7 - $1.0 over 12 months.

Talent & Single Al mandate; new Live Reinforced Al literacy needs a layered curriculum:

culture CPO Carl Rivera; 10k staff, fluency, practice, build. Avoid the tier-1/
50+ nationalities, 6 tier-2 talent split that breaks Al orgs.
countries

Where the value leaks
« From productivity to product velocity — Pulling mid-2027 features into 2026 is the right reinvestment, but it needs
an explicit board-level metric. Without it, the cycle reverts to cost-down narratives.

« From model performance to model accountability — NuFormer drives a meaningful share of the +40% YoY credit
expansion. The disclosure documents productivity, not model-risk telemetry. The next investor question will be: what
happens when the model is wrong?

+ From single mandate to layered literacy — A single Al mandate across 10k people is the right cultural move. But
fluency, practice, and build are three different curricula. Treat literacy as headcount investment, not training spend.
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05 - Adaptive risks

Six risks the platform alone cannot solve

RISK LEVEL WHY IT MATTERS NOW
Model-risk governance High NuFormer is in production for credit decisioning across two countries — the
gap most consequential financial-services Al surface. No described policy for

model approval, drift escalation, or board-level oversight. First regulator
review will go here.

Procyclicality of Al-priced  High Real-time NPV pricing is calibrated on a cycle of compounding growth (+40%

credit FXN portfolio, +44% FXN exposure, +59% YoY incremental exposure). The
Q1'26 ECL bridge attributes the +$799M allowance build to growth,
seasonality and intentional risk expansions — not deterioration. Model has not
yet seen a cycle turn.

Reallocation invisibility Medium 50% engineering throughput gains and pulled-in 2027 features are real, but
unannounced as a board metric. Without an explicit reinvestment cadence,
the gain decays into normalised headcount.

Al talent concentration Medium An Al-native bank thesis depends on world-class ML, MLOps, and product
talent. Concentrated against a thin global pool, amplified by the appointment
of a single CPO (Carl Rivera) carrying the Al product mandate.

Mexico / US execution risk  Medium Mexico just broke even (efficiency 42%, -78pp / 4y) with <1% of a US$43B
pool growing 15%/yr. US entry capped at <100 bps efficiency headwind in
2026 & 2027. Two geographic inflection bets compete with Al Transformation
for senior capacity.

Disclosure asymmetry Low-Med Productivity, MAU, and credit metrics are disclosed at depth. Model
performance, governance, and Al-risk telemetry are not yet. The asymmetry
will become visible to sell-side analysts within two reporting cycles.

06 - AO recommendations

Six moves for the next 180 days

01 - Ship a Model Governance Charter Who can approve, promote, retire a NuFormer variant; what data classes it may

v0.1 touch; what outcomes it owns; what escalation applies on drift, denial, or
contested NPV. Board-visible. Ship in 60 days, iterate quarterly. Pair with a
public Model Risk Note for investor reporting.

02 - Stand up an AO Adoption Cadence = 30-60-90 review of every Al Private Banker surface against three metrics:
for Al surfaces usage rate, decision impact, customer outcome. Owned by a product+risk pair,
not the project team. Replaces the launch-and-watch reflex.

03 - Make the 202752026 pull-in an Publish a quarterly 'Al Reinvestment Index': features ahead of plan, hours
operating metric redeployed, capacity reclaimed. Converts the productivity narrative into a
durable growth narrative at the board and analyst level.

04 - Open a layered Al Literacy Track Three tiers — fluency (all 10k employees), practice (key roles per process),
build (champions for Al-native experiences). Funded as headcount investment,
not training spend. Critical before Phase 3 scales beyond 15M MAU.

05 - Pre-stage cycle-turn telemetry on Build the synthetic stress scenario library now, while the cycle is benign.

NuFormer Document the override path: where model NPV ends and human judgment
begins in adverse conditions. AO experience: this is the move that prevents the
next-cycle headline.

06 - Separate Mexico / US senior Two geographic inflection bets + one operating-model rebuild competing for
capacity from Al Transformation the same top decile. Name the capacity allocations explicitly. AO experience:
implicit allocation always favours the loudest crisis, not the deepest bet.
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07 - The compounding curve

Earnings-generating formula and
profit-pool runway

ENGAGEMENT MONETIZATION SCALABILITY PROFITABILITY

135M customers $16 ARPAC 18% efficiency (16.6% $871M net income (Adj.

+75Min 4 years 24% FXN CAGR / 4y core) $937M)

25M on Al surfaces NIM 21.1% - risk-adj 9.5%  -43pp / 4y 84% FXN CAGR / 4y
$1.0/mo cost-to-serve ROE 29% - Adj. ROE 31%

Brazil + Mexico addressable gross-profit pool ~US$143B (BR $100B, MX $43B). Nu holds ~7% share in Brazil and <1% in
Mexico; the Mexico pool itself is compounding at ~15% / year, and Mexico's own earnings formula has already turned
(efficiency 42%, -78pp / 4y, IFRS break-even in Q1'26). The Al flywheel and the pool runway intersect here.

Verdict

Nu's transformation is, in AO terms, an A on platform, A- on people, B+ on governance, A on
compounding. This is a rare profile: most Al programmes earn an A on platform and drop two letter
grades on compounding. Nu has kept the compounding curve through reinvestment (2027 features in
2026) and through model-as-product economics (NuFormer driving credit growth). The visible
constraint has shifted upstream — from infrastructure to governance, from adoption to accountability,
and from productivity to model risk. The next AO chapter for Nu is no longer can we build an Al-native
bank? but who governs the Al bank we have already built? The answer to that question is what will
determine whether the 12-24 month head-start compounds into a category-defining advantage or drifts
back into the peer set.

Reading the verdict

Platform A Cloud-native proprietary core; data unified; NuFormer in production;
sub-second decisioning.

People A- ~100% adoption; single Al mandate; new CPO mandate; literacy curriculum
implicit, not yet layered.

Governance B+ Strong board sponsorship; gap on model risk, autonomous-agent decision
rights, override paths.

Compounding A Productivity is being reinvested in product velocity; Al is a meaningful driver of
+40% YoY credit.
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