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While several paradigm shifts underway in the Global Banking industry today…

Banking AI Insights: 

GenAI in Financial Services

Cloudscape evolution: 

Moving to Cloud 

Secure Horizons: 

Cybersecurity in Banking

Applied Blockchain: Stablecoin, 

CBDC and Tokenization

Banking Refresh: 

Modernization of Core Banking 

Data Driven Decisions: 

Harnessing the power of Data 

1
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3Source: Indie Hackers, BCG analysis

…AI is 
fundamentally 
redefining how 
Banks scale and 
compete

Access to AI is becoming democratized
Foundational models and AI agents are now widely accessible, 
reducing barriers to entry and allowing smaller players to compete on
speed and automation

1

AI is rapidly changing business economics
The costs of knowledge, labor, and task delivery are falling due to
automation, while revenue potential is increasing for companies that
set up for success now

2

Headcount is no longer a prerequisite to scale
AI-first companies are redefining productivity, unlocking rapid growth with
smaller,highly skilled teams (e.g., Cursor reaching
$100M ARR in under two years)

3

Technology spending is growing rapidly
As AI-driven tech budgets surge, companies that fail to match the
pace risk being left behind by faster-moving competitors

4
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The rapid advancement of AI is reducing barriers to scale

Expert 
systems

Machine 
learning

Deep 
learning

Large pretrained 
(foundation) models 
Generative, multi-
modal neural 
networks

175B
10k0

10M

Power

Model
parameters

GPT-3

2T

GPT-4

…

Agentic AI 
Autonomous 
execution of 
complex tasks

Computational power over time

Source: OpenAI, DeepSeek, Qwen

Evolution over

time

Token cost of models over time

Jan’23 Jul’23 Jan '24 Jul '24 Jan '25 Jul '25

50

100

150

200

$/M tokens

gpt-4-32k

gpt-4-turbo

gpt-4o

R1

2.5 Max

Input+output cost

Input + output costs
decreasing over time
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Well-positioned firms can unlock value from low costs and high revenue 

While major cost drivers are
trending downward…

High-value 
task 

delivery

High-skill 

employee (e.g., 
PhD) research…

>$100K/yr

AI agent-powered 

task delivery (e.g., 
Deep Research)…

~$2-3K/yr

Advisory 
Costs

In-person client 

advice cost per 
interaction…

~$5

AI enabled-

advisory, cost per 
conversation...

$0.20 - $0.30

Time to 
access 

knowledge

Manual analysis 

of market media
taking…

3 hrs

AI rapidly gathering 

and synthesizing 
data in…

5 mins

…revenue potential is

increasing for AI-first firms

25-35x2

Revenue per employee across 

different company types1

Companies set up for success can 
unlock maximum value creation

Customer acquisition
costs cut by 90%

50% reduced
workforce & 73%
increase in Rev / FTE

80% of policy-violating 
content removed 
autonomously by AI

1. 70+ companies included in analysis, 2. Value varies by sector
Source: Harvard Business School, Wharton AI & Analytics Initiative, BCG analysis

Traditional Digitally 
enhanced

AI-first

Limited 
automation

Processes fully 
redesigned 
around AI

Digital
processes 

without full 
redesign

60% of support calls 
resolved by AI without 
human agent
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Building for Scale: Front to Back digitization with Programmable back office, 
enabled by AI

Zero Ops Light Ops
Multi-

functional 
teams

Programable Back 

Office with digital twin

4321

STP processing
Limited human 

touch
Agile teams AI-based optimizationZero paper

Build digital 

workflows–no 

paper required

Replace 

physical checks 

with digital 

verifications

Take the 

human 

out of the 

equation

Swim-lane 

engine to 

determine the 

intervention 

needed

SLA set in line 

with effort 

required

Agile multi-

functional teams 

with shared KPIs

Sales-Credit-Ops 

together deliver 

the customer SLA

• Give business control 

of priority 

• Set dynamic SLAs at 

a file level 

• Use an optimizing 

algorithm to re-order 

files in near real time

• Track SLA compliance 

in real time like an 

airport control tower
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Agentic AI leverages Predictive and Generative AI to perform tasks   

Predictive AI

“Left brain”

Generative AI

Underwriting scorecards

Fraud detection

Dynamic pricing engines

Early warning systems

Next Best Offer

Impact: specific tasks

Adoption barriers: 
medium-high

“Right brain”

Content creation e.g. 
marketing creatives

Agent Assist Co-pilot e.g. 
sales, customer service

Code generation and review

Impact: almost all tasks, 
especially combined with AI

Adoption barriers: 
medium-low

Agentic AI & Execution
Leverages both predictive and 
generative AI

Observes, plans, and acts 
autonomously

Source: BCG analysis
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Agentic AI to further enhance process automation with autonomous 
steering of workflows

Systems follow a 

programmed set of 

rules

Systems automatically learn from data w/o 

being explicitly programmed, e.g., to predict 

values or identify correlations

Systems generate 

content.  Derive 

insights from 
unstructured data.

Systems respond to 

environments, including 

prompts, to plan then 
auto-execute tasks

Encoder Decoder1

Observation

Plan

Action

Final Answer

Rule-based
Machine 

Learning

Deep

Learning

(via multi-layer

neural networks)

Generative AI

(e.g., via transformer

based model)

Agentic AI
(e.g., using Gen 

AI and tools)

1. Example Generative AI model; note some Generative AI models are encoder or decoder only

LLM

Leverages Neural Networks Leverages GenAI

Year when tech starts becoming mainstream 

1980s 1990s 2015 2022 2024-25

Connected 
systems

GenAI

Machine Voice

2027 (Exp)

Audio input and output 
(vs speech to text and 
back) reducing latency 

and enhancing 
emotional maturity

Audio In/ Out Models
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Agentic AI and Machine Voice: Game changers

Source: Company websites, Press Search, BCG Analysis

Multi agent architectures take 
automation to a whole new frontier

Machine voice will soon better human 

voice in consistency and empathy

Credit scores & 
memo

Perso Workbench

Document 
Generation Tools 

(ppt, xls)

Channel < > 
Interactions

Factsheets & 
External APIs

Calendar 
Tools

Graph and 
visualization 

libraries

CRMUser Access 
& Metadata

Engagement
Agent

Product 
Agent

Service 
Agent

Proposal 
Generator 

Agent

Risk
Agent

Planner 
Agent

Control Agent

Recommender 
Agent

RM

Agent 
Orchestrator

Agentic AI architecture 
for RM Co-pilot for 
leading Asian Bank
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10

Smart Business Layer

Core Transaction Layer

Data Layer

Building an AI first operating model would require changes in the tech stack

4 layers across traditional tech stack…

Infrastructure and Cloud

Impacted

Impacted

New

Impacted

Ingestion & distribution

Data products 

Operational Data 

Services

Repository & storage

Omnichannel

Business services 

ERP Other systems

On-prem Cloud Hybrid

(Gen) AI layer 

Data Layer

Core Transaction Layer

Smart Business Layer

Infrastructure and Cloud

NEW capabilities introduced

Chat Search

Cognitive Apps

Copilot Expert systems

Conversational Apps

Omnichannel

Speech Text Image

Cognitive Services

Biz. services

Ops and 

monito-

ring

Guardrails

Orchestration
E2E app 

vendor

Model platform

Model Garden

Foundational models

Distribution & Integration

Repository & storage
Operational Data 

Services

Data products

Vector DB

Retrieval

TPU/GPUOn-prem Cloud Hybrid

Language Library Low/No code
Cognitive App

builder

IllustrativeSource: BCG Analysis

… that are now evolved significantly with AI
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1. STP = Straight Through Processing    2. Assuming all levers of digitization beyond pure AI/genAI (e.g., process reengineering, data integration)
Source: BCG project experience and analysis

Leading institutions are setting big ambitions
Reduction in head count possible with full potential deployment of AI: 35-50%

Front Office roles

(15 – 30%)

Middle

Office roles

(60 – 80%)

Control roles

(30 – 50%)

Operations roles

(50 – 70%)

Technology roles

(25 – 40%)

Corporate roles

(40 – 60%)

RM co-pilots for higher efficiency 

and broader coverage per RM

Auto processing of routine 

activities (eg.AskHR for queries 

or policies); human for complex 

problem solving

E2E automation across entire 

development lifecycle

Democratization of AI – all staff 

with advanced AI tools and data 

access

AI-enhanced risk assessments 

and compliance; human for 

oversight

Zero-ops approach, front-to-

back digitization of processes; 

STP pushed to the max extent

BCG Case Example: European GSIB 2030 ambition
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Creating a secure & scalable, AI and digital first organization

Make a
business-led
AI & Digital agenda

2.
Prove
impact
and scale

3.
Anticipate
impact on
your workforce

4.
Integrated approach 
to 
Cyber Security

5.
Create
space to fund
what works

Define tangible 
priority outcomes 
from AI, and ensure
that business leaders 
take ownership

Focus on a few high-
value initiatives to
show measurable 
impact and rapidly
build momentum
to scale

Identify where and
how roles will shift,
and develop a 
strategy to upskill 
teams to work 
effectively with AI & 
Digital tools

Take an integrated AI 
led approach to Cyber 
security, Fraud, AML 
and other security 
risks

Allocate resources
toward early wins,
and build a plan to 
budget for AI & 
Digital investments
that deliver value

1.
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Disclaimer

The services and materials provided by Boston Consulting Group (BCG) are subject to BCG's Standard Terms 

(a copy of which is available upon request) or such other agreement as may have been previously executed by BCG. 

BCG does not provide legal, accounting, or tax advice. The Client is responsible for obtaining independent advice 

concerning these matters. This advice may affect the guidance given by BCG. Further, BCG has made no undertaking 

to update these materials after the date hereof, notwithstanding that such information may become outdated 

or inaccurate.

The materials contained in this presentation are designed for the sole use by the board of directors or senior 

management of the Client and solely for the limited purposes described in the presentation. The materials shall not be 

copied or given to any person or entity other than the Client (“Third Party”) without the prior written consent of BCG. 

These materials serve only as the focus for discussion; they are incomplete without the accompanying oral commentary 

and may not be relied on as a stand-alone document. Further, Third Parties may not, and it is unreasonable for any 

Third Party to, rely on these materials for any purpose whatsoever. To the fullest extent permitted by law (and except 

to the extent otherwise agreed in a signed writing by BCG), BCG shall have no liability whatsoever to any Third Party, 

and any Third Party hereby waives any rights and claims it may have at any time against BCG with regard to the 

services, this presentation, or other materials, including the accuracy or completeness thereof. Receipt and review of 

this document shall be deemed agreement with and consideration for the foregoing.

BCG does not provide fairness opinions or valuations of market transactions, and these materials should not be relied on 

or construed as such. Further, the financial evaluations, projected market and financial information, and conclusions 

contained in these materials are based upon standard valuation methodologies, are not definitive forecasts, and are not 

guaranteed by BCG. BCG has used public and/or confidential data and assumptions provided to BCG by the Client. 

BCG has not independently verified the data and assumptions used in these analyses. Changes in the underlying data or 

operating assumptions will clearly impact the analyses and conclusions.
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