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Executive summary
JPMorgan Chase is the strongest bank in the United States on every measure that matters to an account strategy: scale, profitability, capital position and reinvestment capacity. Its market capitalisation of $780.74 billion is more than double Bank of America's $349.07 billion and larger than Bank of America, Citigroup and Wells Fargo combined (Hudson Labs peer comparison, 24 March 2026). That gap is the central fact of this plan. JPMorgan does not buy the way a mid-tier bank buys, and an approach calibrated to a smaller institution will not land.
The second-quarter 2026 results, released on 14 July 2026, were the strongest in the firm's history. Net income reached $21.2 billion, or $7.70 per share, on reported revenue of $57.3 billion and managed revenue of $58.0 billion, up 27 percent year on year. Return on equity was 24 percent and return on tangible common equity 29 percent, against a standardised CET1 ratio of 14.1 percent. Every line of business set a revenue record. The headline figure is flattered, however: a $4.6 billion net gain on Visa shares and $1.0 billion of gains on certain equity investments account for $4.2 billion of it after tax, and the underlying result is $16.9 billion, or $6.14 per share, at a 23 percent ROTCE. Any business case put in front of this account should be built on the $16.9 billion number, not the $21.2 billion one.
Three public commitments define where JPMorgan is spending and therefore where an outside partner can be useful. The firm has raised its 2026 technology budget to $19.8 billion, an increase of roughly 10 percent, with about $2 billion of that directed at artificial intelligence. Its proprietary LLM Suite platform is already deployed to approximately 250,000 employees, and in June 2026 the firm told CNBC it intends to deploy agents during the year that can work autonomously for far longer than the current generation. At the same time it is contesting the March 2026 capital reproposals, estimating that it would need to hold about $20 billion more capital, a roughly 4 percent increase in required CET1 driven by a $130 billion increase in risk-weighted assets.
One caveat governs everything that follows. A search of the connected Microsoft 365 workspace — mailbox, sent items, Teams chats and channels, calendar, meeting transcripts, SharePoint and OneDrive — returned no correspondence, no meetings, no shared files and no contact history with JPMorgan Chase or any other banking institution. This is therefore a cold account plan built entirely from public disclosure. The relationship map below names the right people from published leadership information rather than from any established connection, and the ninety-day plan is written to create the relationship that does not yet exist.
Relationship map
There is no contact history to map, so this section maps the decision structure instead. The twelve people below are JPMorgan's Operating Committee as published on the firm's leadership page. The Board of Directors currently has eleven members and is not a route in. Column three states why each seat matters to the opportunities set out in the next section; none of these individuals is a known contact, and the plan treats every one of them as cold.
	Name
	Role
	Why this seat matters

	Jamie Dimon
	Chairman and Chief Executive Officer
	Sets the firm's public position on AI, capital and cyber risk. His commentary frames what the organisation below him will fund.

	Jennifer Piepszak
	Chief Operating Officer
	Owns firmwide operating execution. The natural executive sponsor for any cross-business transformation programme.

	Teresa Heitsenrether
	Chief Data and Analytics Officer
	Owns LLM Suite and the agentic AI rollout. The single most relevant buyer for AI enablement and agent governance work.

	Lori Beer
	Global Chief Information Officer
	Owns the technology systems and infrastructure worldwide, and therefore the $19.8 billion 2026 budget. Primary buyer for platform work.

	Jeremy Barnum
	Chief Financial Officer
	Leads the capital-rules argument publicly and quantified the $20 billion capital impact. Buyer for RWA and capital analytics.

	Ashley Bacon
	Chief Risk Officer
	Owns model risk and the risk framework that any autonomous agent deployment must satisfy.

	Stacey Friedman
	General Counsel
	Gatekeeper on AI governance and the firm's regulatory response. Can stop an AI programme that lacks a control story.

	Troy Rohrbaugh
	Co-President and CEO, Consumer & Community Banking
	Owns the consumer franchise that produced $20.3 billion of second-quarter revenue and carries the card credit exposure.

	Doug Petno
	Co-President and CEO, Commercial & Investment Bank
	Owns the $24.9 billion second-quarter CIB result and the number one global investment banking position.

	Mary Callahan Erdoes
	CEO, Asset & Wealth Management
	Owns the $5.1 trillion AUM franchise and its advisor productivity agenda.

	Robin Leopold
	Head of Human Resources
	Owns the reskilling required to make a 250,000-seat AI deployment produce measurable change.

	Tim Berry
	Global Head of Corporate Responsibility
	Relevant only to community and public-policy positioning; not a technology route.


Open opportunities
No opportunity is currently open with this account, because no engagement exists. What follows is a qualified target list: each entry is anchored to a spending commitment or a strategic position JPMorgan has stated publicly, which is the only defensible basis for a first approach. Values are deliberately not forecast — there is no discovery behind them yet.
	Target
	Public evidence
	Angle and likely sponsor

	Agent governance at scale
	LLM Suite is deployed to approximately 250,000 employees, and the firm told CNBC in June 2026 it will deploy longer-running autonomous agents during the year.
	Autonomy at that headcount forces an evaluation, audit and escalation framework. Sponsor: Teresa Heitsenrether, with Ashley Bacon as the control gate.

	Technology cost-to-serve
	The 2026 technology budget rises to $19.8 billion, up nearly $2 billion, of which roughly $2 billion is AI.
	A budget growing 10 percent invites scrutiny of platform duplication and run-rate. Sponsor: Lori Beer.

	Capital and RWA analytics
	The firm estimates about $20 billion of additional capital, a 4 percent CET1 increase, from a $130 billion RWA increase under the March 2026 reproposals.
	Precision in RWA attribution is worth real money at this scale. Sponsor: Jeremy Barnum's organisation.

	Cyber resilience under AI
	Dimon said in April 2026 that AI has "made it worse" and "made it harder", after Treasury and Federal Reserve leadership briefed bank CEOs on AI-related cyber risk.
	Adversarial testing of AI-exposed surfaces. Sponsor: Ashley Bacon, jointly with Lori Beer.

	Advisor and wealth productivity
	AWM assets under management reached $5.1 trillion, up 18 percent, with $50 billion of long-term net inflows and a record 44,000 first-time investors in the quarter.
	Growth of that speed strains advisor onboarding and servicing. Sponsor: Mary Callahan Erdoes.


Risks
The risks below split into two kinds: risks to JPMorgan's own performance that would change its appetite to spend, and risks to our ability to win the account at all. The second kind is the more immediate problem.
	Risk
	Evidence
	How to handle it

	No incumbency whatsoever
	The connected workspace holds no email, meeting, chat or file involving this account.
	Treat the first ninety days as relationship creation, not pursuit. Do not present a proposal before a discovery conversation has happened.

	Earnings quality is overstated at the headline
	Of the $21.2 billion second-quarter net income, $4.2 billion after tax came from the Visa gain and other equity gains; the underlying figure is $16.9 billion.
	Quote the underlying number. Using the headline signals that the reading was shallow.

	Markets strength will not repeat
	Equity Markets revenue rose 86 percent year on year to $6.0 billion; total Markets revenue rose 35 percent.
	Do not anchor a value case to a comparison that lapses. Anchor to structural spend such as the technology budget.

	Consumer credit is deteriorating at the margin
	The Card Services net charge-off rate was 3.34 percent, and CCB credit provision was $2.2 billion with net charge-offs up $70 million.
	Expect consumer-side cost discipline. Position work there as loss reduction, not capability building.

	Regulatory outcome is unresolved
	Barnum called the US G-SIB surcharge "still broken" and said surcharges will rise meaningfully over two years; JPMorgan is already at the 2.5 percent stress capital buffer floor.
	Capital-related work may be deferred until the rules settle. Keep it as a second-wave target rather than the opening one.

	The firm builds rather than buys
	A $19.8 billion internal technology budget and a proprietary LLM platform built in-house.
	Lead with something they are not staffed to build — independent assurance, adversarial testing, external benchmarking — rather than a platform.


Competitive landscape
JPMorgan competes across three distinct fronts and leads on all of them. Against the diversified banks — Bank of America, Citigroup and Wells Fargo — its advantage is breadth and technology investment; Citigroup is still simplifying, and Wells Fargo carries a longer regulatory history. Against the capital-markets houses, Goldman Sachs is more concentrated in investment banking and trading while Morgan Stanley leads in wealth, and JPMorgan's consumer and commercial base gives it a funding and diversification advantage neither has. Against the regional banks and the specialists — PNC, Truist, US Bancorp, Charles Schwab and BNY — the comparison is one of scale rather than strategy.
The market position shows in the fee league table: JPMorgan held the number one ranking for global investment banking fees with a 9.3 percent wallet share year to date, and second-quarter investment banking fees of $3.3 billion were the highest since 2021. The major US banks all reported second-quarter results on 14 July 2026 and broadly beat estimates, so JPMorgan's outperformance is relative rather than absolute — the whole sector had a strong quarter on trading and investment banking. Market capitalisations below are as at the March 2026 peer comparison.
	Institution
	Market cap ($B)
	Subsector and position relative to JPMorgan

	JPMorgan Chase & Co.
	780.74
	Diversified. The benchmark; number one in global investment banking fees.

	Bank of America Corp.
	349.07
	Diversified. Strong digital and US retail footprint; less than half JPMorgan's value.

	Morgan Stanley
	254.49
	Capital markets. Leads in wealth and investment management; narrower base.

	Goldman Sachs Group Inc.
	253.28
	Capital markets. Concentrated in banking, trading and asset management; little consumer.

	Wells Fargo & Co.
	248.15
	Diversified. Comparable US breadth, weaker global investment banking.

	Citigroup Inc.
	186.35
	Diversified. Stronger emerging-markets presence; still executing simplification.

	Charles Schwab Corp.
	166.86
	Capital markets. Retail brokerage and low-cost investing; competes only in wealth.

	PNC Financial Services Group
	83.14
	Regional. US-focused, narrower product range.

	US Bancorp
	81.37
	Regional. US-focused, narrower product range.

	Bank of New York Mellon Corp.
	79.30
	Asset management. Custody and asset servicing specialist.

	Truist Financial Corp.
	58.07
	Regional. Smallest of the named peer set.


Ninety-day action plan
The plan runs from 3 September to 2 December 2026 and is built for a standing start. The first month creates the record and the credibility; the second buys a conversation; the third converts one conversation into scoped work. JPMorgan reports third-quarter results in mid-October, which falls inside the window and is the natural moment to re-anchor the argument.
	Window
	Action
	Outcome that proves it worked

	Days 1–10
	Open an account record and start logging every touch. Nothing about this account currently exists in the workspace, so the absence of history is itself the first problem to fix.
	A searchable account trail exists, so the next plan is not written from scratch.

	Days 1–10
	Read the primary sources end to end: the second-quarter 2026 earnings release and presentation, the 2025 Form 10-K, and Dimon's 2026 shareholder letter.
	The pitch uses JPMorgan's own framing and figures rather than sector generalities.

	Days 5–15
	Write a two-page point of view on governing autonomous agents across a 250,000-seat deployment — evaluation, escalation, audit trail, model risk.
	A document worth forwarding internally, which is the only realistic cold-entry currency here.

	Days 10–20
	Identify named individuals inside the Chief Data and Analytics Office and the CIO organisation, one and two levels below Heitsenrether and Beer. Executive committee members are not the first call.
	Six to ten named, reachable people with a stated reason to care.

	Days 15–30
	Map the supplier onboarding and third-party risk route. A firm of this size will not transact outside it, and the timeline is usually the binding constraint.
	A realistic contracting lead time, so later commitments are not made against a fictional one.

	Days 20–35
	Make first contact on the agent governance thesis. One approach, one asset, no product pitch.
	A reply. Silence after two attempts means the thesis or the contact is wrong — change one, not both.

	Days 30–45
	Test the second thesis in parallel: adversarial testing of AI-exposed surfaces, tied to Dimon's April 2026 remarks on AI-driven cyber risk.
	A second live thread, so the account does not rest on one person's inbox.

	Days 45–60
	Hold a discovery conversation. Ask what the agent rollout has already hit, and where assurance is currently coming from.
	Written notes naming a specific unsolved problem in their words.

	Mid-October
	Re-read the third-quarter results the week they land and send a short, specific follow-up to every live contact.
	A second contact with a reason, rather than a chase.

	Days 60–75
	Convert the discovery notes into a scoped pilot: fixed duration, fixed price, one measurable question answered.
	A proposal built on their stated problem, not on this plan's assumptions.

	Days 75–90
	Review honestly. Judge on named contacts, replies and one scoped proposal — not on activity.
	A decision to continue investing in the account or to stop, taken on evidence.


Sources
Internal sources. A search of the connected Microsoft 365 workspace covering the mailbox and sent items, Teams chats and channel messages, the calendar, meeting transcripts, and SharePoint and OneDrive files returned no material relating to JPMorgan Chase or any other banking customer. Every figure and name in this plan is therefore drawn from the public sources below.
JPMorgan Chase & Co., second-quarter 2026 earnings press release, 14 July 2026. Source of all financial figures: net income, revenue, EPS, ROE, ROTCE, CET1, segment results, AUM, charge-off rates and Dimon's quoted commentary. jpmorganchase.com/ir
JPMorgan Chase & Co., leadership page, jpmorganchase.com/about/leadership. Source of the Operating Committee names and titles and the eleven-member Board of Directors.
Hudson Labs, "JPMorgan Chase Competitors: JPM Top Peers 2026", 24 March 2026. Source of the market capitalisation table and the peer positioning.
Banking Dive, "JPMorgan blasts capital proposals, estimates 4% increase", 14 April 2026. Source of the $20 billion capital estimate, the $130 billion RWA increase, the G-SIB commentary and Dimon's remarks on AI and cyber risk.
CNBC, "JPMorgan Chase to deploy more powerful AI agents this year", 9 June 2026, and contemporaneous reporting on the $19.8 billion 2026 technology budget and the LLM Suite deployment to approximately 250,000 employees.
