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Banks worldwide are at varying stages of AI adoption, with most still in early phases

AI in the Financial Industry1

Maturity level - +

SKEPTICAL OBSERVER EARLY ADOPTER MATURE PRACTITIONER DISRUPTIVE INNOVATOR

+

AI pilots are underway, providing the 

resources needed to move forward 

quickly

They understand AI and have real 

use-cases in production

They have successfully integrated AI 

into their processes and operations and 

use AI routinely

They are leading the way with AI, 

pioneering new uses of AI, setting 

industry trends

AI governance

AI policies and 

procedures

AI roles and 

responsibilities

AI center of 

excellence

Own GenAI model 

development (LLM)

AI deployment and 

use cases

AI policy defined but no local 

adaptations or procedures yet

Assigning dedicated functions

Defined AI governance structure, 

established reporting lines

Creating an AI Center of 

Excellence

Does not train its own models

Minimal use

Comprehensive AI policies embedded 

into business operations frameworks

Dedicated functions assigned

Formalized AI governance with defined 

committees and regular oversight

AI Center of Excellence 

established

Does not train its own models

Widespread use

Policies and procedures fully 

developed and implemented

Dedicated functions assigned

Robust AI governance, influencing 

industry standards, continuous 

improvement

AI Center of Excellence 

established

Trains its own models

Institutionalized and 

operationalized use

Basic or emerging AI policies, 

mostly informal or reactive

Dedicated functions not yet set-

up

Limited or informal governance, 

ad hoc committees

Does not have an AI Center of 

Excellence

Does not train its own models

Pilots developed

Status in banks
EU D-SIB 6

EU G-SIB 2 Australian bank

EU D-SIB 1

US bank 2
US bank 1 GenAI providers

EU D-SIB 2 EU G-SIB 1

EU D-SIB 3

EU D-SIB 4

EU D-SIB 5 EU G-SIB 3
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Towards AI Adoption at Scale2

Adopting Artificial Intelligence in an organization and ensuring AI compliance

brings with it a number of implications along several dimensions

AI adoption program

04. AI Use Cases

• Select and prioritize AI use cases

• Ensure AI models are compliant-by-design

• Implement monitoring and human oversight

• Address explainability and fairness in AI systems

• Establish sandboxes for AI prototyping

02. AI Governance 05. IT and Data Stack

• Develop AI technology roadmap

• Deploy cloud infrastructure for AI scalability

• Design efficient AI architectures

• Revise data and IT security frameworks 

• Adopt MLOps and open-source tools

01. Regulatory compliance

• Monitor AI regulations (EU AI Act, GDPR, etc.)

• Conduct gap analysis against AI regulation

• Coordinate with supervisors

• Prepare reporting on AI systems 01

06

0503

02

04

06. AI Literacy

• Raise awareness among developers and users

• Train in AI skills, including AI Ethics

• Develop AI4All programs

• Train Board and ExCo

AI

Adoption

• Develop an AI strategy

• Establish an AI adoption plan

• Create AI oversight committees and AI task forces

• Define AI roles (e.g., Chief AI Officer, Head of AI Risk)

• Create AI policies and procedures

03. AI Risk Management
• Inventory all AI systems and classify their AI Act risk level

• Integrate AI Risk in the Risk Taxonomy

• Develop an AI Risk Appetite

• Uplift risk frameworks (Model, IT, Data, etc.)

• Implement AI risk control and mitigation measures 

• Validate and audit AI
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Key Takeaways3

AI in banking has moved beyond hype to real production use cases,

but success requires a delicate balance between innovation and regulatory compliance

01. AI is no longer just hype in banking
• Numerous AI systems already in production across all bank areas, real benefits being captured

• Many banks moving from pilots to large-scale deployment

02. The regulatory landscape is becoming clearer, but not there yet
• AI Act sets concrete deadlines and requirements – but supervision is unclear

• High-risk AI systems (especially credit scoring) need immediate attention

• Banks are preparing for stringent supervision – they just don’t know by whom

03. Banks face significant compliance gaps
• Most institutions lack (are developing) comprehensive AI governance

• Current frameworks are insufficient for AI Act requirements

• Critical gaps in inventory, risk management, bias control, and documentation

04. A structured approach is essential
• Enterprise-wide AI strategy and robust governance needed

• Comprehensive AI validation covering technical and ethical aspects

• Strong focus on human oversight

05. Success requires balancing innovation and control
• Adopt AI use cases that deliver clear business value

• Build controls and oversight from the ground up

• Invest in AI infrastructure and capabilities

• Foster a culture of responsible AI innovation
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