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EXECUTIVE SUMMARY

%DQNV�KDYH�EHHQ�WU\LQJ�IRU�\HDUV�WR�LPSOHPHQW�DUWLޯFLDO�LQWHOOLJHQFH��$,��SURJUDPV�WR�
LPSURYH�WKHLU�FOLHQW�H[SHULHQFHV�DQG�IHQG�Rޮ�LQFUHDVLQJ�FRPSHWLWLRQ�IURP�QHZ�HQWUDQWV�



© Oliver Wyman 3

The AI Revolution in Banking

INTRODUCTION
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)RU�VRPH�EDQNV�WKDW�KDYH�HPEUDFHG�$,��WKH�UHVXOWV�KDYH�EHHQ�LPSUHVVLYH��2XU�UHFHQW�ZRUN�
ZLWK�D�OHDGLQJ�EDQN�VHUYHV�DV�D�WHVWLPRQ\�RI�WKH�ޯQDQFLDO�LPSDFW�WKDW�$,�FDQ�GHOLYHU��$V�
DQ�H[DPSOH��WKH�LQWURGXFWLRQ�RI�$,�LQ�VHOHFWLRQ�RI�OHDGV�IRU�PDUNHWLQJ�FDPSDLJQV�KDV�KDG�
UHPDUNDEOH�UHVXOWV������RI�VDOHV�LQ�WKH�EDQN�WRGD\�IRU�SHUVRQDO�ORDQV�DQG�DXWR�ORDQV�DUH�
OLQNHG�WR�$,�FDPSDLJQV��,Q�\HW�DQRWKHU�H[DPSOH��OHYHUDJLQJ�DGYDQFHG�GDWD�DQDO\WLFV�WR�



© Oliver Wyman �

The AI Revolution in Banking

Exhibit 1: Pillars of the AI transformation

Work like a tech
company

Build an AI factory
that can deploy

AI at scale 

Deploy AI
everywhere

Transform the tech
behind the AI data

brain

Source: Oliver Wyman analysis

Deploy AI everywhere: +RZ�GRHV�D�EDQN�HQYLVDJH�$,�DW�ZRUN�LQ�LWV�RUJDQL]DWLRQ��IURP�IURQW�
RޱFH�WR�EDFN"�2QFH�WKH�EDQN�KDV�WKLV�YLVLRQ�LQ�SODFH��WKH�QH[W�VWHS�LV�WR�FUHDWH�D�FOHDU�SODQ�
RXWOLQLQJ�KRZ�$,�ZLOO�EH�GHSOR\HG�WKURXJKRXW�WKH�RUJDQL]DWLRQ��LQFOXGLQJ�WLPHOLQHV��7KH\�
VKRXOG�VWDUW�ZLWK�DSSOLFDWLRQV�WKDW�ZLOO�EH�DEOH�WR�GHOLYHU�YDOXH�TXLFNO\��DV�WKLV�ZLOO�ZLQ�RYHU�
WKH�VXSSRUW�RI�WKH�WHDP�DQG�WKXV�KDVWHQ�WKH�DGRSWLRQ�RI�$,�LQ�RWKHU DUHDV�

Work like a tech company: 7UDGLWLRQDO�EDQNVȆ�JUHDWHVW�FRPSHWLWLRQ�QR�ORQJHU�FRPHV�IURP�
RWKHU�EDQNV��EXW�UDWKHU�IURP�WHFKQRORJ\�FRPSDQLHV��7KHUHIRUH��LWȆV�WLPH�WR�VWDUW�WKLQNLQJ�DV�
WKH\�GR��:KDW�JLYHV�ޯQWHFK�FRPSDQLHV�DQ�HGJH"�:KDW�GUDZV�FRQVXPHUV�WR�WKHP"�2IWHQ��LW�LV�
WKH�DJLOH�ZRUNLQJ�PHWKRGV�WKH\�HPSOR\��ZKLFK�PDNH�WKHP�EHWWHU�WR�VHUYH�DQG�DQVZHU�WKHLU�
QHHGV��,Q�RUGHU�WR�FRPSHWH��EDQNV�QHHG�WR�PLPLF�WKLV�DJLOLW\��,W�PD\�UHTXLUH�D�FKDQJH�LQ�KRZ�
WKH\�RSHUDWH��EXW�WKH�UHVXOWV�ZLOO�EH VHOI�HYLGHQW�

Transform the technology behind the data brain: $W�LWV�YHU\�FRUH��$,�LV�DERXW�GDWD��$�
VXFFHVVIXO�$,�WUDQVIRUPDWLRQ�QHFHVVLWDWHV�KDYLQJ�KLJK�TXDOLW\�ȉUDZ�PDWHULDOȊ�DYDLODEOH�
DW�WKH�ULJKW�WLPH��7KLV��LQ�WXUQ��PHDQV�D�EDQN�PXVW�KDYH�WKH�ULJKW�GDWD�LQIUDVWUXFWXUH�LQ�
SODFH��,W�PD\�EH�QHFHVVDU\�WR�PRYH�WR�WKH�FORXG�WR�HQDEOH�UHDO�WLPH�$,�DSSOLFDWLRQV��LW�ZLOO�
DOPRVW�FHUWDLQO\�HQWDLO�HVWDEOLVKLQJ�WKH�QHFHVVDU\�GDWD�JRYHUQDQFH��VWHZDUGVKLS��DQG�GDWD�
TXDOLW\ IUDPHZRUNV�

Build an AI factory that can deploy AI at scale: $�WUXH�WUDQVIRUPDWLRQ�ZLOO�RFFXU�RQO\�LI�$,�
LV�GHSOR\HG�DQG�LQVWLWXWLRQDOL]HG�DW�VFDOH��$VVHPEOLQJ�D�WHDP�RI�KLJK�FDOLEHU�LQGLYLGXDOV�DQG�
IRUPDOL]LQJ�D�FHQWHU�RI�H[FHOOHQFH�LQ�WKH�RUJDQL]DWLRQ�WR�GULYH�WKH�FKDQJH�LV�NH\��&UDIWLQJ�
DQ�DWWUDFWLYH�YDOXH�SURSRVLWLRQ�ZLOO�KHOS�D�EDQN�DWWUDFW�$,�WDOHQW�Ȃ�QR�VPDOO�IHDW�LQ�DQ�
HQYLURQPHQW�ZKHUH�WKHVH�VNLOOV�DUH�LQ�JUHDW GHPDQG�
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THE AI REVOLUTION

,Q�DQ\�LQGXVWU\�XQGHUJRLQJ�PDMRU�FKDQJH�DW�SDFH��SOD\HUV�DUH�VHDUFKLQJ�IRU�D�VLOYHU�EXOOHW�
WKDW�FDQ�KHOS�WKHP�QRW�RQO\�UHPDLQ�DKHDG�RI�WKDW�FKDQJH�EXW�HPHUJH�DV�ZLQQHUV��7KLV�LV�
SDUWLFXODUO\�WUXH�IRU�WKH�EDQNLQJ�VHFWRU��ZKHUH�WKH�GLJLWDO�UHYROXWLRQ�KDV�WUDQVIRUPHG�WKH�
ODQGVFDSH�DFURVV�GLJLWDO��PRELOH��DQG�GDWD��:KHUH�LQFXPEHQW�SOD\HUV�RQFH�FRXOG�FRXQW�RQ�
HVWDEOLVKHG�OHJDF\�DQG�D�JHQHUDWLRQV�GHHS�WUDFN�UHFRUG�WR�NHHS�FXVWRPHUV�FRPLQJ�EDFN��
GLJLWDO�QHZFRPHUV�DUH�QRZ�JDLQLQJ�PDUNHW�VKDUH�WKDQNV�WR�WKHLU�DELOLW\�WR�DQVZHU�HYROYLQJ�
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LESSONS FROM THE 
AI-FIRST TRAILBLAZERS

2XU�$,�ޯUVW�FRKRUW�Ȃ�WKRVH�EDQNV�WUDLOEOD]LQJ�ZKDW�FDQ�EH�DFKLHYHG�WKURXJK�V\VWHPZLGH�
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MAKING THE SHIFT: A PRACTICAL GUIDE TO 
AI TRANSFORMATION

&KDQJH�LV�QHYHU�HDV\��&KDQJLQJ�D�PLQGVHW�LV�HYHQ�PRUH�GLޱFXOW��DV�LW�HQWDLOV�QRW�RQO\�WKH�
LPSRVLWLRQ�RI�QHZ�SURFHGXUHV�DQG�SURFHVVHV��EXW�DOVR�UHVKDSLQJ�LQWHUQDO�FRPSDQ\�FXOWXUH��
DQG�HQFRXUDJLQJ�HPSOR\HHV�WR�YLHZ�WKHLU�UROHV�LQ�D�GLޮHUHQW 
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7KDW�VDLG��$,�VKRXOG�QRW�EH�YLHZHG�DV�DQ�LVRODWHG�HOHPHQW�WKDW�FDQ�VROYH�D�VSHFLޯF�EXVLQHVV�
SUREOHP�RU�RSWLPL]H�D�VSHFLޯF�PHWULF��UDWKHU��LWV�SRZHU�LV�H[SRQHQWLDOO\�HQKDQFHG�ZKHQ�
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Exhibit 7: Overview of 3-6-9 agile delivery approach followed by an AI-first trailblazer

3 Days to mobilize 
multidisciplinary team

0XOWLGLVFLSOLQDU\�WHDPV��EULQJLQJ�WRJHWKHU�HPSRZHUHG�
UHSUHVHQWDWLYHV�RI�DOO�UHOHYDQW�XQLWV�H�J���$,�IDFWRU\��ULVN��
retail, marketing,���

6 Weeks to 
develop prototype

7R�GHOLYHU�D�SURGXFW�LQ�DJLOH�VSULQWV��ZLWK�DQ�093�LQ�RQO\�VL[ ZHHNV���

9 Months to 
industrialize solution

$QG�IRFXVLQJ�RQ�PLVVLRQV�WKDW�FDQ�VWLFN�DW�WKH�EDQN�Ȃ�RQO\�VWDUW�D�XVH�
FDVH�LI�LW�FDQ�EH�LQGXVWULDOL]HG�HPEHGGHG�LQ�RSHUDWLRQV�LQ�QLQH�PRQWKV�
or less

Source: Oliver Wyman analysis

TRANSFORM THE TECHNOLOGY BEHIND THE AI DATA BRAIN

7R�GHSOR\�DQG�HPEHG�$,�DFURVV�D�EDQN�DW�WKH�VFDOH�RI�WKH�WUDLOEOD]HUV��DQ�RUJDQL]DWLRQ�QHHGV�
VWURQJ�WHFKQRORJ\�DQG�D�GDWD�VWDFN�WKDW�HQDEOHV�$,�DSSOLFDWLRQV��+RZHYHU��WKLV�GRHV�QRW�
PHDQ�DOO�WHFKQRORJ\�DQG�GDWD�HOHPHQWV�PXVW�EH�LQ�SODFH�EHIRUH�LW�FDQ�HPEDUN�RQ�WKH�$,�
WUDQVIRUPDWLRQ�MRXUQH\��7R�WKH�FRQWUDU\��RXU�H[SHULHQFH�KDV�VKRZQ�WKDW�WKH�SURMHFW�LV�OLNHO\�
WR�EH�PRUH�VXFFHVVIXO�LI�WKH�EDQN�ޯUVW�FRQFHQWUDWHV�RQ�ODXQFKLQJ�XVH�FDVHV�WKDW�GHPRQVWUDWH�
WKH�EHQHޯWV�WR�EH�JDLQHG�WKURXJK�WUDQVIRUPDWLRQ��DV�WKLV�ZLOO�HQVXUH�VXSSRUW�IURP�WKH�
EURDGHU RUJDQL]DWLRQ�
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BUILD AN AI FACTORY THAT CAN DEPLOY AT SCALE
7UDLOEOD]HUV�XQGHUVWDQG�WKH�LPSRUWDQFH�RI�EXLOGLQJ�DGYDQFHG�GDWD DQDO\WLFV 
FDSDELOLWLHV�Ȃ�DQG�FRQVHTXHQWO\�DUH�SUHSDUHG�WR�LQYHVW�VLJQLޯFDQWO\�LQ�FUHDWLQJ�D�
ZRUNIRUFH�ZLWK�FRUUHVSRQGLQJ VNLOOV�

Exhibit 8: Comparative analysis of data and analytics team across top US, EU, GCC and 
selected AI-first pioneers — headcount based on LinkedIn information

US AI-first pioneer

Asia AI-first pioneer

EU AI-first pioneer

EU bank 2

US bank 2

EU bank 3

GCC bank 1

GCC bank 2

EU bank 4

US bank 3
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7KH�DELOLW\�WR�FRPSHWH�ZLWK�VXFK�RUJDQL]DWLRQV�UHTXLUHV�D�GHOLEHUDWH�IRFXV�RQ�DFFHOHUDWLQJ�
WKH�GHYHORSPHQW�RI�$,�WHDPV��)RU�H[DPSOH��RQH�WUDLOEOD]HU�EDVHG�LQ�(XURSH�DFTXLUHG�D�
VSHFLDOL]HG�ELJ�GDWD�VWDUW�XS�WR�UDSLGO\�VFDOH�XS�FDSDELOLWLHV��7KLV�DFTXLVLWLRQ�ZDV�WKH�VWDUW�RI�
ZKDW�WRGD\�LV�D������PHPEHU�VWURQJ�$,�XQLW�WKDW�LQFOXGHV�PDQ\ 3K'V�

%H\RQG�$,�VSHFLDOL]HG�DQG�EURDGHU�GDWD�FDSDELOLWLHV��EDQNV�QHHG�WR�IRFXV�RQ�XSVNLOOLQJ�DQG�
EULQJLQJ�WKH�ZLGHU�RUJDQL]DWLRQ�DORQJ�WKH�$,�MRXUQH\��2QH�WUDLOEOD]HU�KDV�WUDLQHG�KXQGUHGV�
RI�UHVRXUFHV�DFURVV�EXVLQHVV�DUHDV��LQFOXGLQJ�WKH�EDQNȆV�OHDGHUVKLS��LQ�WKH�IXQGDPHQWDOV�RI�
GDWD�DQDO\WLFV��7UDLQHG�HPSOR\HHV�DFW�DV�$,�DPEDVVDGRUV�LQ�WKHLU�UHVSHFWLYH�EXVLQHVV�XQLWV��
VFRXWLQJ�SRWHQWLDO�$,�XVH�FDVHV�DQG�WUDQVODWLQJ�EXVLQHVV�QHHGV�LQWR�GDWD DSSOLFDWLRQV�

GETTING THERE

7KHUH�DUH�PDQ\�DWWULEXWHV�WKDW�KDYH�FRQWULEXWHG�WR�WKH�ORQJHYLW\�RI�WKH�FXUUHQW�EDQNLQJ�
PRGHO��ZLWK�LQ@
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(QFRXUDJLQJO\��RQFH�DFWLRQ�LV�WDNHQ��UHVXOWV�DUH�IDLUO\�UDSLG��DV�KDV�EHHQ�GHPRQVWUDWHG�E\�
RQH�RI�RXU�FOLHQWV��ZKHQ�SDUWQHULQJ�ZLWK�XV�WR�EXLOG�DQ�$,�FHQWHU�RI�H[FHOOHQFH�DQG�WUDQVIRUP�
WKH�EDQN��VHH�([KLELW ����$V�SDUW�RI�RXU�FROODERUDWLRQ��ZH�DUH�ZRUNLQJ�ZLWK�RXU�FOLHQW�WR�
GHYHORS�DQG�GHSOR\�$,�XVH�FDVHV��ZRUNLQJ�WR�JHQHUDWH�LPSDFW�ZKLOH�EXLOGLQJ�NH\�FDSDELOLWLHV�
Ȃ�DQ�DSSURDFK�WKDW�KDV�KHOSHG�XV�VHFXUH�VXSSRUW�DFURVV�EXVLQHVV�XQLWV�DQG��LQ�VR�GRLQJ��
IDFLOLWDWHG�EX\�LQ�IURP�WKH�EURDGHU RUJDQL]DWLRQ�

7KH�WLPH�WR�DFW�LV�QRZ��$V�PXFK�DV�WUDGLWLRQDO�EDQNV�DUH�XQGHU�SUHVVXUH��WKHUH�DUH�DOVR�
VHYHUDO�IDFWRUV�LQ�WKHLU�IDYRU��VXFK�DV�D�UHOD[HG�UHJXODWRU\�HQYLURQPHQW�DQG�LQFUHDVLQJ�
LQWHUHVW�UDWHV��:LWK�$,�DV�D�FRPSHOOLQJ�WRRO�WR�VWRS�WKH�ORVV�RI�IXUWKHU�PDUNHW�VKDUH��$,�ޯUVW�
LQFXPEHQWV�FDQ�ORRN�IRUZDUG�WR�UHPDLQLQJ�UHOHYDQW�LQ�D�ZRUOG�RI�FRQVWDQW FKDQJH�

Exhibit 9: 
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