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$340Bn
GenAI annual
value potential

20%
Potential banking
cost reduction

$97Bn
BFSI AI spend
by 2027

Sources: McKinsey Global Banking Annual Review 2025 · Gartner Finance Practice · WEF · NASSCOM · RBI



E X E C U T I V E  S U M M A R Y

Why AI in BFSI Is No Longer Optional

Unprecedented Value at Stake

McKinsey estimates GenAI alone could add $340 Bn annually to banking. The 
sector earned $1.2 Tn in net income in 2024 — AI is the next lever for margin 
expansion.

Source: McKinsey Global Banking Review 2025

Competitive Disruption Is Here

Fintechs are defining the AI frontier — agentic, autonomous, revenue-driving. 
Incumbents risk losing the customer relationship to AI-native challengers if they 
delay.

Source: McKinsey Panorama / Idea Analytics 2025

Customer Expectations Have Shifted

More than half of consumers globally now use GenAI tools. Nearly all say they 
would switch banks if their provider failed to offer AI-powered services.

Source: McKinsey Banking Consumer Survey 2025

Regulators Are Moving

RBI launched AI-driven CIMS in 2023. SEBI, EU AI Act, UK FCA and global regulators 
are building frameworks. First-movers shape the rules; laggards comply under 
pressure.

Source: RBI Bulletin 2024 · BCLP 2025
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A I  L A N D S C A P E

Three Waves of AI — BFSI Is Now Entering the Third

01  Traditional / Predictive AI

2000s – 2022

Rules-based models, ML, statistical analytics

Key BFSI Applications

Credit scoring & fraud detection

Anti-money laundering (AML)

Algorithmic trading

Churn prediction & CLV models

Risk stress-testing

e.g. FICO scores, SAS fraud models, Bloomberg analytics

02  Generative AI (GenAI)

2022 – 2024

LLMs creating content, summarising, reasoning

Key BFSI Applications

Document summarisation & Q&A

Customer service chatbots

Code generation (50–70% faster)

Report writing & pitch books

KYC/AML document processing

e.g. JPMorgan LLM Suite, MS Copilot, HDFC EVA

03  Agentic AI

2024 – Present

Autonomous agents that plan, act & iterate

Key BFSI Applications

End-to-end loan origination

Autonomous compliance monitoring

Multi-agent trading desks

Proactive wealth advisory

Self-healing IT & cybersecurity

e.g. BNY 117 agents, PayPal Agent Toolkit, ICICI InstaLoan
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I N D I A  S P O T L I G H T

AI Adoption Across Indian BFSI: A Rapidly Maturing Ecosystem

$15-20Bn
Projected GenAI annual contribution to India's financial sector by 2030

Source: Deloitte 2024

$17Bn
India AI market by 2027; BFSI accounts for 30%+ of growth

Source: NASSCOM 2024

70%
Of top Indian banks piloting GenAI for ops automation by 2025

Source: NASSCOM 2024

$8-12Bn
Potential annual OpEx savings for India banking sector by 2030

Source: Infosys Research

SBI – SIA Chatbot

Handles 10M+ queries/month in 14 languages; reduced call centre volume by ~25%. YONO platform driving AI-led hyper-personalisation.

HDFC Bank – EVA

Processes 3M+ customer interactions monthly in multiple languages, 24/7. AI fraud detection with real-time security monitoring across 90M+ 
customers.

ICICI – InstaLoan

Approves loans in 5 minutes using ML credit scoring; 7% lower default rate. Deployed software robotics across 200+ business processes.

RBI – CIMS & AI Sandbox

Launched AI-driven Centralised Information Management System (2023). AI sandbox for responsible innovation in credit, AML, KYC and 
payments.

Kotak 811 / Zerodha

Kotak: 12% FD uptake increase via AI personalisation. Zerodha: +1M users in 2024 via GenAI-driven stock portfolios.

India Stack advantage: UPI (~14Bn monthly transactions), Aadhaar + DigiLocker creates unparalleled data substrate for AI/ML i n BFSI  |  Source: NPCI 2025
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G L O B A L  U S E  C A S E S

Where AI Is Creating the Most Value in Global BFSI

Fraud & Cyber Security

Real-time transaction monitoring, deepfake detection for identity. 
AI reduces false positives by 50–80%, saving billions in losses.

50-80%
false positive reduction Src: McKinsey 2024

Credit & Lending

Multi-agent credit memos: 20–60% analyst productivity gains, 
30% faster decisions. ICICI InstaLoan: 5-minute approvals.

30%
faster decisions Src: McKinsey 2025

Customer Experience

BofA 'Erica' hit 2.5Bn client interactions. SBI SIA: 10M/month. 
Hyper-personalised nudges increase product cross-sell 3–4x.

2.5Bn
client interactions (BofA) Src: BofA Annual Report 2024

Wealth & Investment

Morgan Stanley AI for 16K financial advisors. Goldman GS AI 
Platform: multi-LLM strategy. IndexGPT for thematic investing.

16,000
advisors augmented (MS) Src: Morgan Stanley 2024

Compliance & RegTech

68% of firms prioritise GenAI for compliance (KPMG). Autonomous 
policy mapping & AML surveillance. EU AI Act compliance driving 
adoption.

68%
firms targeting compliance AI Src: KPMG India 2024

Operations & IT

GenAI boosts coding productivity 30–50%. BNY deploys 117 
agentic tools. Loan doc verification: days → hours. 20–30% OpEx 
reduction.

117
agentic tools (BNY) Src: Gartner IT Symposium 2025
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K E Y  P L A Y E R S

Who Is Defining the AI Race in BFSI
T E C H N O L O G Y  E N A B L E R S F I N A N C I A L  I N S T I T U T I O N S  L E A D I N G  A I

Anthropic / Claude CODING LEADER

54% AI coding market share (Menlo 2025). Claude Code redefines software engineering — BFSI teams deploy 
it for rapid app dev, automated code reviews & legacy modernisation. 40% of enterprise LLM spend.

Microsoft / Azure OpenAI ENTERPRISE SCALE

92% of CIOs adopting MS AI in next 12 months. Azure OpenAI powers JPMorgan, HSBC, Deutsche Bank. 
GitHub Copilot used by 50K+ BFSI devs globally.

Google / Vertex AI + Gemini DATA + SEARCH

Gemini Ultra deployed by Goldman Sachs, HDFC. Vertex AI used for fraud detection and risk modelling across 
Asian banks. Named Gartner leader for AI innovation.

IBM Watsonx REGULATED INDUSTRIES

$12.5Bn GenAI book of business. Leader in enterprise AI governance. Watsonx used by State Bank, insurance 
majors for compliant, explainable AI.

JPMorgan Chase LLM SUITE + OMNIAI

LLM Suite deployed to 200K+ employees. OmniAI platform, DocLLM, IndexGPT, SpectrumGPT. $17Bn+ tech 
spend; ~$2Bn on AI. Teresa Heitsenrether leads AI strategy.

Goldman Sachs GS AI PLATFORM

Multi-model architecture: GPT-4o + Gemini + Claude + Llama. Model-agnostic moat. GS AI Assistant across 
banking & trading. Fastest to deploy in 2024–25.

Morgan Stanley WEALTH AI PIONEER

AI Next platform with OpenAI for 16K wealth advisors. AskResearchGPT for IB. Two Celent Model Wealth 
Manager Awards 2025. AI-driven client engagement.

BNY Mellon AGENTIC CHAMPION

117 agentic AI tools live in production. Leigh-Ann Russell (CIO) shared at Gartner 2025 — most comprehensive 
agentic deployment in global finance.
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A G E N T I C  A I  D E E P  D I V E

Autonomy at Scale: From Assistant to Actor

What is Agentic AI?  Autonomous AI systems that can perceive context, plan multi-step actions, use tools, and execute 

tasks across systems — with minimal human intervention. Unlike GenAI which responds to prompts, agents initiate, iterate, 
and adapt.

25%
Enterprises deploying agents
by 2025 (Deloitte)

50%
Adoption rising to
50% by 2027 (Deloitte)

1:30
Future ratio: 1 human to
30 AI agents (McKinsey)

$450Bn
Agentic AI economic
value by 2028

H I G H - I M P A C T  A G E N T I C  B F S I  U S E  C A S E S

End-to-End Loan Origination

Agent gathers docs, runs credit model, validates KYC, prices offer, generates term sheet — in minutes vs. days

Autonomous AML Surveillance

Agents monitor 24/7, correlate across accounts, generate SARs, update models when new patterns emerge

Proactive Wealth Management

Agent monitors markets, client goals, tax events — triggers portfolio rebalance with advisor approval

Self-Healing IT & Cybersecurity

Agents detect anomalies, isolate threats, patch vulnerabilities and restore services without human escalation

Regulatory Change Management

Agent reads new regulation, maps impact to policy, drafts updated procedures, flags exceptions for review

McKinsey: Banks that become 'fully agentic' could achieve 15–20% cost reduction; 1 human overseeing 20–30 AI agents in end-to-end workflows  |  Source: McKinsey Global 

Banking Annual Review 2025
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K E Y  T R E N D S  2 0 2 5 – 2 0 2 6

Eight Forces Reshaping AI in BFSI

01  Rise of Domain-Specific LLMs

Generic LLMs give way to DSLMs. By 2028, 50%+ of 
GenAI models used by enterprises will be domain-
specific (Gartner). BloombergGPT, FinGPT, and bank-
proprietary models emerge.

Src: Gartner Top Tech Trends 2026

02  Agentic Shift: Pilot → Production

2025 marked the pivot from 'demo to deploy'. 
Leading banks moving from isolated GenAI chatbots 
to multi-agent workflows spanning risk, compliance, 
and front office.

Src: McKinsey / Deloitte 2025

03  AI-First Core Banking Modernisation

Banks using AI migrations to escape legacy systems —
not just layer AI on top. Cloud ERP with embedded AI 
to drive 30% faster financial close by 2028 (Gartner).

Src: Gartner Finance ERP 2026

04  Embedded Finance + AI Convergence

PayPal Agent Toolkit, Shopify AI commerce, BNPL AI 
underwriting. AI embedded in every financial 
moment of a customer's digital journey, not just in 
banking apps.

Src: McKinsey Panorama 2025

05  Responsible AI & Explainability 
Imperative

Regulators demand transparency. Only 4.5% of firms 
allow fully autonomous AI decisions. EU AI Act, RBI 
guidelines forcing model explainability, bias audits 
and audit trails.

Src: Moody's Risk Survey 2025

06  Conversational UPI & Payments AI

India: RBI & NPCI exploring 'conversational payments' 
on UPI using AI — adding natural language to the 
world's largest real-time payment network.

Src: KPMG India / RBI 2024

07  AI-Driven Fraud Arms Race

Deepfake fraud, synthetic identity attacks growing 
exponentially. AI-vs-AI battle: institutions deploying 
GenAI to both commit and combat fraud. Gartner: 
50% adoption of disinformation security by 2028.

Src: Gartner Tech Trends 2026

08  Human-Agent Collaboration Models

47% of firms require human sign-off on AI decisions 
(Moody's 2025). The 'human-in-the-loop' framework 
is the standard model — not full autonomy. AI 
augments, not replaces, relationship banking.

Src: Moody's Risk Report 2025
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I M P L E M E N T A T I O N  C H A L L E N G E S

The Hard Problems: Agentic AI + BFSI-Specific Barriers

G E N E R A L  A G E N T I C  A I  C H A L L E N G E S B F S I - S P E C I F I C  C H A L L E N G E S

Hallucination & Error Propagation

AI agents can generate confident but false outputs. In multi-agent chains, a single hallucination cascades —
e.g., misclassifying a transaction triggers compliance violations across linked systems.

Source: ABA Banking Journal 2025

Opaque Reasoning ('Black Box')

Agents make probabilistic decisions that humans cannot explain. 'We build a black box and nobody 
understands what goes in or comes out' — Director, Risk & Compliance, EMEA.

Source: Moody's Risk Survey 2025

Unbounded Execution & Runaway Agents

Agents can enter recursive loops, consuming compute and triggering unintended actions. A single rogue agent 
caused a healthtech firm to expose 483K patient records in early 2025.

Source: ABA Banking Journal 2025

Multi-Agent Collusion Risk

When agents interact, they can develop unintended coordination strategies. In financial markets, this raises 
market manipulation and systemic risk concerns.

Source: Arxiv Research 2025

Legacy Infrastructure Incompatibility

Most banks run 30–40 year-old core systems. Agentic AI needs modern APIs, event-driven architecture and clean data 
lakes. Retrofitting costs billions and takes years.

Src: Deloitte / McKinsey 2025

Regulatory & Model Governance Gap

No regulation specifically addresses agentic AI. EU AI Act, RBI, FCA frameworks are being built but lag deployment. 
86% of executives say agentic AI poses additional compliance risks.

Src: Infosys Responsible AI 2025

Data Privacy & Sovereignty

Agents must access sensitive customer data to function. DPDP Act (India), GDPR create strict boundaries on how 
agents can store, process, and share PII across systems.

Src: BCLP Financial Services 2026

Explainability in Credit Decisions

RBI, FCA require explainable credit decisions. Black-box AI cannot satisfy 'right to explanation' requirements. 
Regulators are particularly sensitive to AI bias in lending.

Src: RBI AI Guidelines 2024

Talent & Cultural Readiness

McKinsey India: 80% of Asian banks use some AI but 80% report no bottom-line impact — due to siloed initiatives, 
lack of AI-native talent, and change management gaps.

Src: McKinsey Asia Banking Ops 2025

Third-Party Concentration Risk

Heavy dependence on AWS, Azure, Google Cloud as AI infrastructure. CMA (UK) investigating cloud concentration. 
Systemic risk if 3–4 providers face outages simultaneously.

Src: BCLP / CMA 2026
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S T R A T E G I C  I M P E R A T I V E S

What Board Should Decide Today

1
Commission an AI Readiness Audit

Assess legacy systems, data quality, talent gaps, and regulatory posture. Without knowing where you are, you cannot chart where you need to go. Define your baseline.

→ Output: AI maturity scorecard vs. peers within 90 days

2
Pick 3 High-Impact Use Cases & Fund Them Properly

Start where data is richest and ROI is clearest: fraud detection, credit decisioning, or customer service automation. Avoid spreading budget across too many pilots.

→ Output: ₹XX Cr ring-fenced for AI programme with clear P&L ownership

3
Build an AI Governance & Ethics Framework

Appoint a Chief AI Officer or AI Risk Committee. Establish model explainability, bias audit, and human-in-the-loop standards before agentic agents go to production.

→ Output: AI risk policy aligned to RBI/SEBI guidelines. Senior accountability assigned.

4
Invest in Data & Platform Infrastructure

Agentic AI fails on dirty data and monolithic cores. Prioritise a modern data lake, API-first architecture, and secure cloud environment — these are prerequisites, not optional.

→ Output: Data architecture roadmap with 12-month quick-win milestones

5
Develop AI Talent & Culture Strategy

Partner with IITs, IIMs, and NASSCOM. Create internal AI academies. Retain AI talent with equity-like incentives. 'Amazonise' AI capabilities — avoid isolated centre-of-excellence silos.

→ Output: AI talent plan with hiring targets and reskilling roadmap

"The banking institutions that embrace AI early and responsibly will define India's financial transformation. Delaying is no longer a viable strategy." — Anaptyss / BAI 2025
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