
Complete Documented Implementation Plan AI-Powered Check Reconciliation for 
Small Banks & Credit Unions ($1B–$20B Assets) February 2026 

1. Executive Summary 

This plan delivers a fast, low-risk rollout of AI-powered check reconciliation that automates 
daily matching of Image Cash Letter (ICL) files from the Federal Reserve against your core 
deposit ledger and check images. 

Expected Outcomes (based on 2025–2026 bank case studies): 

 Daily reconciliation time reduced from 4–6 hours → under 30 minutes 

 Exception rate drops from 15–25% → <5% 

 Month-end close accelerated by 50–70% 

 First-year ROI of 200–400% (labor + error reduction) 

 Full payback in 3–5 months 

The solution uses small, eƯicient AI models (edge-deployable) that keep sensitive data 
secure and comply with NCUA/OCC requirements. 

2. Business Objectives 

 Eliminate daily manual Fed ICL matching in deposit operations 

 Reduce operational risk and human error 

 Free deposit ops staƯ for higher-value work (customer service, fraud review) 

 Improve audit readiness with full digital trail 

 Support growth without adding headcount 

3. Current Pain Points Addressed 

 Manual comparison of thousands of daily checks (amounts, MICR, endorsements, 
payee) 

 Fed ICL files arrive in non-standard formats 

 High exception volume creates backlogs and adjustment risks 

 StaƯ burnout and key-person dependency 

 Limited visibility for risk managers and auditors 



4. Solution Overview 

Core Functionality 

 OCR + AI reads check images (front/back) and handwritten elements at 98%+ 
accuracy 

 Smart matching engine compares ICL data, core ledger, and images 

 Auto-matches 90–95% of items 

 Flags true exceptions with reason codes and suggested resolutions 

 Full audit trail and exportable reports for regulators 

Key Features for Small Banks 

 Works with Jack Henry, FIS, nCino, or other core systems 

 No-code/low-code configuration 

 Runs on secure cloud or on-prem hybrid 

 Uses small AI models (under 10B parameters) for fast, low-cost inference 

5. Recommended Tools (2026 Shortlist for $1B–$20B Institutions) 

Rank Tool Best For Pricing Model 
(est.) 

Time to 
Live 

Why It Fits Your Size 

1 Kosh.ai Banks/CUs needing 
intuitive AI 

$2,500–
$6,000/mo 

4–6 
weeks 

2026 standout for ease 
+ banking focus 

2 Optimus.tech High-volume 
payment/ICL recon 

$3,000–
$7,500/mo 

5–7 
weeks 

Built specifically for 
banks & CUs 

3 HighRadius Bank 
Recon 

Strong core + Fed 
integration 

$4,000–
$9,000/mo 

6–8 
weeks 

Proven at mid-sized 
institutions 

Recommendation: Start with Kosh.ai or Optimus — both oƯer free 30-day pilots tailored 
to Fed ICL workflows. 



6. Phased Implementation Roadmap (6–8 Weeks Total) 

Phase 0: Preparation (Week 1) 

 Form project team (Ops Lead, IT, Risk/CRO, Finance) 

 Gather 30–60 days of historical ICL + core data 

 Define matching rules (amount tolerance, endorsement logic, etc.) 

Phase 1: Pilot (Weeks 2–3) 

 Vendor connects to test environment 

 Run parallel processing on one day’s volume 

 Validate 95%+ auto-match rate 

Phase 2: Full Deployment (Weeks 4–5) 

 Go-live on daily production feed 

 Auto-route exceptions to existing workflow tool 

 Enable mobile/branch image upload (optional) 

Phase 3: Optimization & Handover (Weeks 6–8) 

 Fine-tune AI with your data 

 Train team (2 × 2-hour sessions) 

 Document new SOPs 

 Go fully live with monitoring dashboard 

  



7. Technical Integration Requirements 

 API or secure file drop for daily Fed ICL files 

 Read access to core deposit ledger 

 Check image storage (existing archive is fine) 

 Optional: Mobile deposit API for real-time matching 

All recommended tools support SSO, SOC 2 Type II, and data residency in the US. 

8. Training & Change Management 

 4-hour total training (recorded + live) 

 Role-based access: Ops sees exceptions, Risk sees audit logs 

 “Before/After” dashboard to show time saved weekly 

9. Risks & Mitigation 

Risk Likelihood Mitigation 

Data integration 
delays 

Medium Vendor pre-built core connectors + 2-week buƯer 

AI accuracy below 
90% 

Low Parallel run + human review of all exceptions first 
30 days 

Regulatory concern Low Full audit trail + unchanged approval workflow 

StaƯ resistance Medium Involve ops team early + celebrate time savings 

 

10. Budget & ROI Projection (Typical $5B Institution) 

Year 1 Cost: $45,000–$75,000 (software + implementation)  

Annual Savings: 

 Labor: $85,000–$140,000 (1.5–2.5 FTEs) 

 Error reduction & adjustments: $25,000–$50,000 

 Faster close & better cash visibility: $15,000+ 

Net Year 1 Benefit: $80,000–$130,000+ ROI: 200–350% 



11. Success Metrics (Track Monthly) 

 Auto-match rate ≥ 92% 

 Daily recon time < 45 minutes 

 Exception resolution time reduced by 70% 

 Zero unreconciled Fed adjustments 

 StaƯ satisfaction score (survey) 

12. Next Steps (Start This Week) 

1. Schedule 30-minute discovery calls with Kosh.ai and Optimus (I can provide intro 
templates) 

2. Pull 30 days of sample ICL + core data 

3. Book internal kick-oƯ with Ops, Risk, and IT 

 


