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Artificial Intelligence as a new technological infrastructure

The emergence of a new 
general-purpose technology
Artificial intelligence is ceasing to be just another 
innovation on the technological agenda and is 
beginning to behave as a general-purpose technology, 
that is, as an infrastructure on which economic 
activity is reorganized. This change implies moving 
from understanding AI as a tool applicable to specific 
cases, to recognizing it as a transversal competence 
that redefines the way organizations operate.

Technologies such as electricity, computing or the 
internet did not transform economies because of their 
initial applications, but because of their ability to be 
progressively integrated into multiple sectors 
and become structural layers of the production 
system. In each of these cases, the real impact 
occurred when they were no longer perceived as 
isolated innovations and became part of the basic 
functioning of companies.

AI follows that same trajectory. Unlike other 
technologies, it is not limited to a specific domain, but 
can be applied in any context where data, decisions, 
or processes exist. This includes practically all 
economic activity. Its value, therefore, does not lie 
in individual practices or uses, but in its ability to 
amplify functions such as analyzing, predicting, 
deciding and executing, acting as a transversal 
multiplier of competencies.

MIT Sloan OECD II

In just a few years, AI has gone from being confined 
to specialized environments to being integrated 
into business operations at scale, becoming part of 
critical functions in organizations across industries. 
The fact that  78% of organizations already use it in 
at least one business function reflects not only its 
adoption, but its progressive standardization as an 
operational component.

Penetrationhas risen from 
20% in 2017 to 78%, but 
only 7% have achieved full 
integration

By 2025, 71% of entities have 
used Gen AI for at least one 
function

Popularization of AI in 
organizations

78%

71%

Sources:

https://mitsloan.mit.edu/ideas-made-to-matter/impact-generative-ai-a-general-purpose-technology
https://www.oecd.org/content/dam/oecd/en/publications/reports/2025/06/is-generative-ai-a-general-purpose-technology_6c76e7b2/704e2d12-en.pdf
https://www.oecd.org/en/about/news/announcements/2026/01/ai-use-by-individuals-surges-across-the-oecd-as-adoption-by-firms-continues-to-expand.html
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 The joint and cumulative 
impact of all technological 
waves on the economy 
between 1900 and 2018 
follows a pattern:  more 
technology produced more 
wealth without structurally 
destroying jobs

GDP per capita 
multiplied between 

1900 and 2018 in 
Europe and the US

Net trend in 
unemployment 
over the entire 

period

Annual employment 
growth in Spain, the 
same as the labour 

force

x9 ≈0 1.1%

AI follows the same path as other gpts

MIT Sloan OECD II

Electricity
Universal mechanization of 
production and industrial 
geographical liberation

Industry 
Transportation 
Households

Finance 
Manufacturing
Services

Computing
Calculation automation and 
scalability of information 
processing​

Shops
Media
Logistics

Internet
Friction Elimination and 
Instant Global Connection 
of Markets

Any sector 

IA
Amplification of decision 
and execution throughout 
the economy

1 2 3 4

Sources:

https://mitsloan.mit.edu/ideas-made-to-matter/impact-generative-ai-a-general-purpose-technology
https://www.oecd.org/content/dam/oecd/en/publications/reports/2025/06/is-generative-ai-a-general-purpose-technology_6c76e7b2/704e2d12-en.pdf
https://www.oecd.org/en/about/news/announcements/2026/01/ai-use-by-individuals-surges-across-the-oecd-as-adoption-by-firms-continues-to-expand.html
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Only 8% of organizations have managed 
to scale AI beyond pilots or marginal use 
cases to generate real economic impact. The  
remaining 92% use AI, but have not turned it 
into a competitive advantage. This gap between 
adoption and transformation is the defining paradox 
of the current moment.

This responds, to a large extent, to the level of depth 
with which AI is being integrated.  The use cases 
that have been adopted the fastest are also 
the least transformational. While they improve 
individual productivity, reduce operating times, and 
generate clear efficiencies, their impact tends to be 
incremental and dispersed. 

The true potential of AI emerges in a different type of 
applications, all those that reconfigure end-to-end 
processes, intervene in critical decisions, and 
alter the pattern under which work flows within the 
organization. These applications are the ones that 
directly impact the main value levers, but they are 
also significantly more complex to implement. 

They require redesigning the technological 
architecture, structuring data in a coherent 
way, establishing new governance models 
and coordinating multiple functions under an 
integrated logic.

As a result, a growing gap between adoption and 
change is consolidating. Many organizations use 
AI, but few have managed to integrate it into 
the core of their operating model. Technology is 
present, but not fully incorporated into the way key 
decisions are made and processes are executed.

The financial system is being divided into:​

•	 Institutions that integrate AI at their core and 
learn at scale

•	 Institutionsthat adopt AI but remain structurally 
unchanged

This gap will determine who captures the value, who 
controls the customer, and who becomes invisible in 
the system.

​

The AI paradox: diffusion 
is accelerating, value is not

McKinsey II IIISources:

https://www.mckinsey.com/cn/our-insights/our-insights/beyond-the-hype-unlocking-value-from-the-ai-revolution
https://www.mckinsey.com/cn/our-insights/our-insights/beyond-the-hype-unlocking-value-from-the-ai-revolution
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
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The phenomenon that defines the current moment

Almost80% of companies already use AI in at least one function, yet  80% of companies do 
not report significant value creation through its adoption

AI improves innovation (64%) and satisfaction, but its impact on profitability (36%),
revenue (33%) or market share (25%) is lower
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McKinsey II IIISources:

https://www.mckinsey.com/cn/our-insights/our-insights/beyond-the-hype-unlocking-value-from-the-ai-revolution
https://www.mckinsey.com/cn/our-insights/our-insights/beyond-the-hype-unlocking-value-from-the-ai-revolution
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
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Not all industries are equally susceptible to the 
transformative impact of AI. The depth of disruption in 
an industry ultimately depends on how much of its core 
business is information processing, how structured and 
abundant its data is, and how much of its value chain 
rests on tasks that AI can execute with cognitive 
advantage over humans. 

This affinity explains why AI's fit in the financial sector is 
particularly deep. Banking is, at its core, an information 
industry. Its most valuable assets are transaction, 
behavior, risk, customer, and market data. Its main 
product is intelligent risk management and efficient 
capital allocation.

Its competitive advantages have rested on the ability 
to process more information with greater accuracy 
and speed than competitors. Artificial intelligence is 
literally a machine adapted to achieve exactly that.

This convergence also helps to understand the speed of 
its adoption. More than 60% of financial institutions 
already integrate AI into critical functions, and 
investment continues to grow steadily. 

Institutions that effectively incorporate these 
competencies into the market operate with a more 
accurate reading of risk, personalization at scale, and 
superior decision speed. 

In this context, the differential is not limited to operational 
efficiency, but begins to directly affect the relevance 
of organizations. The change, however, is not only 
quantitative. It is not a question of doing faster what the 
sector was already doing, but of transforming the way in 
which decisions are made. 

Financial services are not adopting 
AI — they are converging with it

IESE IBM All About AIStatista

Financial services in the age of AI

Sources:

https://www.iese.edu/es/insight/articulos/inteligencia-artificial-finanzas-regulacion/
https://www.ibm.com/es-es/think/topics/artificial-intelligence-finance
https://www.allaboutai.com/resources/ai-statistics/ai-in-banking/
https://www.statista.com/statistics/1557311/global-banking-sector-ai-spending-forecast/
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Why banking and AI are converging,

The adoption of AI in the financial sector responds to a structural affinity between 
the nature of the banking business and the capabilities of AI, combined with 
competitive pressure that makes inaction unfeasible

Volume and richness 
oftransactional data Nature of decisions Demand for personalization 

at scale

Millions of transactions with 
signals of behavior, risk, 
and trading opportunity

Repeatable, data-
driven decisions 
with measurable 
consequences

Customers expect relevant 
proposals at the right time

and why you can't NOT 

Need for structural 
efficiency

AI-native fintechs and 
BigTechs  competition

Regulatory and compliance 
pressure

Bank margins are compressed 
by types, competition, and cost 

of compliance

New players and platforms 
operate without technological 
legacy and with AI at the core 

from the start

Regulations and the evolution 
of open banking require data 

infrastructures and governance

IESE IBM All About AIStatista

Estimated AI and Gen AI spending by the banking sector globally 
between 2020 and 2028 (in billions of dollars)

2020

14,13

2021

17,24

2022

21,03

2023

25,66

2024

31,30

2025

40,78

2026

53,14

2027

69,24

2028

90,22

Sources:

https://www.iese.edu/es/insight/articulos/inteligencia-artificial-finanzas-regulacion/
https://www.ibm.com/es-es/think/topics/artificial-intelligence-finance
https://www.allaboutai.com/resources/ai-statistics/ai-in-banking/
https://www.statista.com/statistics/1557311/global-banking-sector-ai-spending-forecast/
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To understand the scope of this transformation, it is necessary to examine how AI redefines each of the competencies of the banking business:

The advantage is not in having better models, but in controlling the system where decisions are made and continuously improved. 
Isolated intelligence generates efficiency. Built-in intelligence breeds mastery.

From automation to intelligent financial services

Thousands of real-time variables that continuously adjust 
risk, reducing delinquencies and expanding access to 
underserved segments

Models that identify complex anomalies and continuously 
adapt to new patterns without manual intervention

Analytical and execution capabilities 
at speed and complexity inaccessible to 
traditional analytics
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Credit risk management

Fraud detection and prevention

Capital markets and asset management

Operational efficiency

Customer experience and personalization

Cognitive automation of KYC, documentation and 
reporting in less time, lower cost, greater traceability 
and consistency

Hyper-personalization at scale, recommendations and 
early decisions in real-time, with no human intervention per 
transaction

Oracle Microsoft CognizantPwCSources:

https://www.oracle.com/financial-services/banking/future-banking/
https://www.microsoft.com/en-us/industry/blog/financial-services/2025/12/18/ai-transformation-in-financial-services-5-predictors-for-success-in-2026/
https://www.cognizant.com/us/en/insights/insights-blog/ai-in-banking-predictions-for-2026
https://www.pwc.com/us/en/industries/financial-services/library/how-ai-is-reshaping-banking.html
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PwC McKinsey II

AI can rewrite the 
economics of banking

Unlike other waves of technology, AI acts directly 
on the capabilities that determine how the bank 
generates revenue, absorbs costs, and turns 
operational complexity into profitability. It is not, 
therefore, a question of optimizing parts of the system, 
but of altering the principle under which the system 
creates value.

This redesign is especially relevant in an industry 
conditioned by labor-intensive structures, fragmented 
processes, and increasing pressure on compliance, 
service, and decision-making costs. AI introduces a 
turning point by making it possible to reduce the 
unit cost of operating without reducing the level of 
intelligence of the model. 

As intelligence is integrated end-to-end, a growing 
portion of work is no longer reliant on manual 
intervention, internal scales, and legacy architectures. 
The result is a model that operates with less 
friction, lower cost per process, and a greater 
ability to absorb volume without the need to replicate 
structure.

This change has a direct impact on the margin:  

•	 On the one hand, AI enables increased 
revenue through greater business accuracy, 
personalization at scale, and a greater ability to 
capture value per customer. 

•	 On the other hand,  it improves risk-adjusted 
returns by refining key decisions such as credit, 
pricing or capital allocation. 

However, true economic displacement occurs when 
these effects coincide with a structural reduction 
in the cost of serving, deciding, controlling, and 
executing.

The potential for improvement in financial performance 
is, therefore, of a magnitude that exceeds the 
incremental. Projections suggest that generative 
AI represents an opportunity of between 200 and 
340 billion dollars per year in banking, equivalent 
to 9-15% of its operating profits. The most ambitious 
suggest that it will completely reconfigure the 
distribution of profitability among the players in the 
sector. What does not admit of discussion is that the 
impact will be material, concentrated in those who act 
with strategic and permanent decision.

AI rewrites the economics of banking

200–340 billions
Annual opportunity for global banking

Equivalent to 9–15% of the sector's operating profits, 
the highest value potential of AI in any industry

The only area where costs rise is technology,
i.e. the investment needed to unlock reductions elsewhere

10 10 10 

0 0 0 
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100 40 40

–15% a –40%
Structural reduction of the 

base cost of operation

+20% a +40%

-30% a -60%

–25% a –70%

–25% a –70%

Total Technology

Front Office

Support Features

Operations and Risk

Sources:

https://www.pwc.com/us/en/industries/financial-services/library/how-ai-is-reshaping-banking.html
https://www.mckinsey.com/industries/financial-services/our-insights/global-banking-annual-review
https://www.mckinsey.com/capabilities/tech-and-ai/our-insights/the-economic-potential-of-generative-ai-the-next-productivity-frontier
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From isolated use cases to 
institutional transformation
There is a strategic trap that organizations that 
recognize the transformative potential of AI but 
approach it with the logic of mainstream technology 
adoption  consistently fall into.

This might be called the illusion of integration: the belief 
that adding AI capabilities to existing infrastructure, 
processes, and culture is equivalent, in terms of 
strategic outcome, to building an organization whose 
fundamental design is conceived from and for 
artificial intelligence.

An organization that integrates AI places intelligent 
models in the interstices of its existing architecture, 
automating discrete process steps that remain in their 
original pattern.

The result is marginal efficiency, where costs are 
reduced, processes are accelerated, and experiences 
are slightly improved. 

An AI-first bank, on the other hand, has redesigned 
its fundamental architecture, from technological, 
organizational to cultural, under the assumption that AI 
is the central layer of operation, not a complement to 
the existing layer. 

Being AI-first is a design principle that permeates 
every architectural decision in the organization. Its 
dimensions are at least four:

•	 Data as a primary strategic asset ,

•	 Technological infrastructure designed for AI,

•	 Redesigned operating models around artificial 
intelligence,

•	 Organizational culture oriented towards 
experimentation and algorithmic learning

Real value emerges when the bank is no longer 
understood as a sum of independent functions and 
begins to operate as an integrated system, designed 
to learn, decide and execute continuously.

McKinsey S&P GlobalII

Is it AI adoption or AI-First mentality?

Sources:

https://www.mckinsey.com/~/media/mckinsey/business%20functions/quantumblack/our%20insights/seizing%20the%20agentic%20ai%20advantage/seizing-the-agentic-ai-advantage.pdf
https://www.spglobal.com/en/research-insights/special-reports/ai-and-banking-leaders-will-soon-pull-away-from-the-pack
https://www.mckinsey.com/~/media/mckinsey/industries/financial%20services/our%20insights/building%20the%20ai%20bank%20of%20the%20future/building-the-ai-bank-of-the-future.pdf
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Why depth matters

Below 1.5% of spending on AI, the return is almost zero. The real jump occurs between 
2.5% and 4%, when investment exceeds the threshold of structural integration

 The difference in return is due to whether the process is optimized or reinvented. 
That's the distinction between AI adoption and AI-first mindset

0,0%

Efficiency gains

AI spending

20

0

40
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100

0,5% 1,0% 1,5% 2,0% 2,5% 3,0% 3,5% 4,0% 4,5% 5,0%

Low investment Very high investment

Efficiency of AI based on expenditure

Gen AI—enabled
The human manages every step 

of the process, assisted by AI

Average reduction 
in resolution time

Average reduction 
in resolution time

Average reduction 
in resolution time

5-10% 20-40% 60-90%

80%
of basic issues resolved 

automatically

AI First—reinvención
The process is redesigned 

around the autonomy of the agent

Agente IA—optimización
The agent automates tasks within 

the existing workflow

Resolution time vs. baseline

McKinsey S&P GlobalIISources:

https://www.mckinsey.com/~/media/mckinsey/business%20functions/quantumblack/our%20insights/seizing%20the%20agentic%20ai%20advantage/seizing-the-agentic-ai-advantage.pdf
https://www.spglobal.com/en/research-insights/special-reports/ai-and-banking-leaders-will-soon-pull-away-from-the-pack
https://www.mckinsey.com/~/media/mckinsey/industries/financial%20services/our%20insights/building%20the%20ai%20bank%20of%20the%20future/building-the-ai-bank-of-the-future.pdf
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McKinsey

Embedding AI into 
the core operating model
The transition to an AI-first model  must become 
an institutional redesign in the entire organization: 
it involves dismantling a logic built around 
functions, hierarchies and sequential processes, 
and replacing it with a model designed to learn, 
decide and execute continuously.

This change requires intervening in multiple barriers 
of the system simultaneously. First, banking must 
move away from a product- and channel-centric 
organization to evolve toward a principle of 
contextual interaction. This involves redesigning 
how experiences are built into dynamic systems 
capable of adapting in real time to the customer's 
context. 

Secondly, it is necessary to rebuild the decisional 
core of the bank. Decisions are no longer one-off 
events encapsulated in processes and become 
a continuous, distributed and scalable capacity. 
This requires creating a cross-cutting "decision 
factory," where models, data, and business logic 
operate in an integrated way throughout the 
organization. 

But this redesign cannot be sustained without a 
profound transformation of the technology and 
data base. Legacy architectures, designed 
for stability and control, must evolve into 
modular, interoperable, and real-time-oriented 
environments. This involves not only modernizing 
infrastructure, but establishing a data layer that is 
governed, accessible, and ready to feed models 
continuously.

Finally, the most complex change is organizational. 
Becoming AI-first requires redesigning how 
the institution is coordinated, boundaries are 
blurring, giving way to integrated operating models: 
governance must evolve to manage automated 
decisions at scale, talent must combine financial 
knowledge with analytical capabilities, and the 
organization must develop the discipline necessary 
to scale AI consistently, aligning incentives,  
responsibilities and execution.

The result is an institution where intelligence is 
distributed throughout the architecture. Where 
systems don't just execute instructions, they learn 
from every interaction. And where the competitive 
advantage does not come from optimizing existing 
processes, but from having redesigned the entire 
system to operate under a native logic of data and 
intelligence.

Source:

https://www.mckinsey.com/~/media/mckinsey/industries/financial%20services/our%20insights/building%20the%20ai%20bank%20of%20the%20future/building-the-ai-bank-of-the-future.pdf
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Unified, governed layer that feeds 
models continuously

Siloed and batch data

Data as a primary strategic asset, 
sustainable competitiveness

Data as a by-product

Embedded, accessible, traceable 
and AI-ready data governance

Reactive qualityLayer 1:
Data

Modular and composable architecture, 
real-time, scalable on demand

Monolithic and legacy core

Seamless and contextual journeys, 
single customer insight

Isolated channels

Cybersecurity embedded by design 
across the architecture

Reactive securityLayer 2:
Technological infrastructure

Functions as a system 
that learns together

Independent silos

Decision factory, continuous, 
distributed, and scalable capacity

Decisioning puntual

Integrated models with aligned 
incentives and responsibilities

Coordination by hierarchyLayer 3:
Operating model

Hybrid profiles: financial knowledge 
and analytical capabilities

Specialized talent

Automated decision 
monitoring at scale

Manual governance

Culture of experimentation, iteration, 
and continuous learning

Process cultureLayer 4:
Culture and talent

Layers ofthe AI-first bench

McKinseySource:

https://www.mckinsey.com/~/media/mckinsey/industries/financial%20services/our%20insights/building%20the%20ai%20bank%20of%20the%20future/building-the-ai-bank-of-the-future.pdf
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The architectural 
foundations of 
an AI-First institution

MakingAI part of the institutional core places new demands on 
the bank's architecture. Organizations require a technology and 
data foundation capable of supporting real-time decisions, 
personalization at scale, resilient operations, and continuous 
innovation competition. 

This implies reorganizing the change around six architectural 
displacements:

Architectural shift

Composable systems that adapt 
products and accelerate 

time-to-market

Modular Core Banking 
and configurable

Zero trust embedded across 
the architecture: protection, 

access, and resiliency by default

Cybersecurity 
Integrated by Design

Unified, governed layer that feeds 
models continuously

Real-time data and 
analytics platforms

Technology investment 
measured by impact on 

revenue, risk and execution

Value-oriented technology 
strategy

Contextual journeys with unique 
customer  insights that persist in 

every interaction

Experiences  
Integrated omnichannel

McKinseySource:

Environments that process in 
real time, scale on demand, and 

balance control with agility

Hybrid, elastic and scalable 
infrastructure

https://www.mckinsey.com/~/media/mckinsey/industries/financial%20services/our%20insights/building%20the%20ai%20bank%20of%20the%20future/building-the-ai-bank-of-the-future.pdf
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BCG II III PwC ​McKinseyEricsson

AI-First: from concept 
to execution
The bank that emerges from this transformation is not 
simply more efficient, but fundamentally different in 
how it functions as a system. The institution begins 
to operate as a continuous network of interconnected 
decisions, where each interaction feeds and readjusts 
the behavior of the whole. The result is a model in which 
the intelligence that allows the bank to operate with 
unprecedented elasticity.

This logic also redefines the bank's position in its 
environment and across it, connecting functions that 
previously operated independently.

In the relationship with the customer, this translates 
into an entity that actively accompanies financial life. 
Now a customer does not apply for a loan; he receives 
a proposal at the moment when his behavior indicates 
need and capacity. Interaction is no longer organized 
around products and is structured around everyday 
decisions such as buying, investing, saving, protecting 
oneself.

Internally, coordination between areas changes 
substantially. Risk, business, operations, and technology 
no longer act as sequential layers that validate or 
execute decisions, but as parts of a system that learns 
together. Each decision becomes a learning point that 
improves the next cycle.

Those that integrate models along the value chain will 
generate a cumulative advantage: the entity that operates 
the most is the one that learns the most, and the one that 
learns the most decides faster than its competitors.

In operations, processes that previously required multiple 
validations, internal transfers, and wait times are executed 
almost instantaneously. This reduces times, and forces 
the entity to integrate as an active node within 
broader ecosystems.

AI-first banking  operates with speed, accuracy, and 
adaptability that change the rules of the competitive 
game: credit decisions in milliseconds, fraud detection 
before loss, customer management as a continuous 
capability, all on a structurally lower cost basis. 

All this on a lighter cost basis, which frees up 
resources to continue investing in the intelligence layer 
that supports the model.

How AI-first banking works

The bank collects in real time signals generated by each 
interaction from all touchpoints simultaneously

The models analyze multiple variables at once, 
identifying patterns and risks, at large scale and speed

The system decides autonomously or assisted according 
to the level of risk within the defined governance limits

The action is executed on the right channel and at the right time, 
without friction or manual intervention, with traceability for auditing

Each decision and its result feed back into each other. The entity that 
operates the most is the one that learns the most cycle by cycle

Real-time data capture

Intelligent processing

Autonomous or assisted decision

Execution at the right time

Continuous learning

Sources:

https://www.bcg.com/featured-insights/executive-perspectives#ai-first-companies
https://web-assets.bcg.com/ea/7b/148650c140e18b2847aae12aa919/bcg-executive-perspectives-ai-first-companies-win-the-future-issue1-10june2025.pdf
https://www.pwc.com/us/en/industries/financial-services/library/how-ai-is-reshaping-banking.html#content-free-1-ec79
https://www.mckinsey.com/~/media/mckinsey/industries/financial%20services/our%20insights/building%20the%20ai%20bank%20of%20the%20future/building-the-ai-bank-of-the-future.pdf
https://www.ericsson.com/en/reports-and-papers/white-papers/ai-native
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Oscila OECDFCASantander

AI lowers the barriers 
to financial intermediation
The redesign towards AI-first models  not only alters 
how financial institutions operate, but also redefines the 
environment in which they compete. As intelligence is 
integrated into the core of banks, it also does so in the 
rest of the actors in the system, generating a broader 
displacement: the reconfiguration of the entire financial 
ecosystem.

Historically, banking has been one of the sectors with the 
highest barriers to entry. Regulatory capital, built trust, physical 
infrastructure, and the complexity of regulatory compliance 
made for a competitive perimeter that was difficult to penetrate. 
These barriers not only protected incumbents, but defined 
who could participate and under what conditions.

AI is systematically eroding these fundamentals:

Trust no longer depends on long-term relationships or 
physical presence, but can be built through personalized, 
high-quality  digital experiences.

In addition, the infrastructure ceases to be a proprietary 
asset and becomes accessible under as-a-service models, 
allowing new players to operate without the need to replicate 
the sector's historical investments.

Finally, data scale is no longer a barrier to entry and the 
advantage is to build models that learn faster with the available 
data. 

This requires architecture and talent, and both are accessible 
to actors that incumbents did not have on their radar, opening 
the door to more agile players, capable of competing in 
specific niches without the need to replicate the reach of a 
universal bank.

The result is an unprecedented expansion of the competitive 
perimeter. New entrants can enter the financial value chain 
at specific points, capturing high-value segments without 
taking on the full complexity of the banking model. 

This entails an increased risk for banks of being relegated to 
balance sheet providers if they do not control the customer 
relationship or the decision layer.

The strategic question is no longer who the traditional 
competitors are, but who is best positioned to operate 
in an environment where intelligence, not infrastructure, 
defines competitive advantage.

How AI erodes historical barriers to entry in banking

AI generates digital 
experiences so consistent 

and personalized that 
the customer no longer 

needs institutional 
history to trust 

 Banking-as-a-Service 
and the cloud turn what 
was once a decades-

long investment into a 
monthly operating cost

Its erosion shifts value from the balance sheet to the interface and decision, 
reducing the bank's role as a capabilities provider

The advantage is not in 
having more data, it is in 
learning faster with the 

available data

Trust and reputation Infrastructure and capital Scale and data quality

The transformation of the financial ecosystem

Sources:

https://oscilar.com/es/blog/aibank
https://www.oecd.org/content/dam/oecd/en/topics/policy-sub-issues/digital-finance/G20-side-event-agenda-AI-and-Finance.pdf
https://www.fca.org.uk/publications/calls-input/review-long-term-impact-ai-retail-financial-services-mills-review
https://www.santander.com/es/stories/santander-acelera-su-estrategia-data-ai-first-tras-firmar-un-acuerdo-con-openai
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The reconfiguration of the financial ecosystem driven 
by artificial intelligence introduces players with radically 
different advantage dynamics than traditional banking. 
These participants do not compete by replicating 
the traditional banking model, but by occupying 
positions where intelligence, interaction or learning 
generate structural advantages.

As a result, the control of value is no longer 
concentrated in a single institution and is fragmented 
among different actors that dominate specific layers 
of the system. Institutions with less capacity to invest 
in data, architecture and infrastructure will be limited in 
their ability to compete in AI-first models  and actors that 
fail to scale decision models throughout their operations 
run the risk of being trapped in low-value positions, 
competing on price or in segments where differentiation 
is limited.

The system evolves towards a structure more 
fragmented in capabilities, but more concentrated in 
value capture, where the advantage lies in mastering the 
layers of decision, relationship or learning. Today, banks 
still maintain a relevant position in service and data, 
which they can not only sustain, but expand to other 
layers if they manage to activate these assets through 
intelligence, architecture and execution capacity.

PortalERP Funcas McKinsey

Who's entering the value chain, 
and what it means for those 
already in it

Sources:

https://portalerp.es/los-cambios-que-estan-redefiniendo-el-fintech-global-en-2026
https://www.funcas.es/documentos_trabajo/perspectivas-de-los-mercados-y-entidades-financieras-en-2026/
https://www.mckinsey.com/~/media/mckinsey/industries/financial%20services/our%20insights/global%20banking%20annual%20review/why-precision-not-heft-defines-the-future-of-banking-vf.pdf?shouldIndex=false
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Who is entering the value chain, and where

Players Acquisition Decision Service Distribution Data

Global Technology 
Platforms

They attract users within 
ecosystems where they 

already dominate attention

Integrate financial services 
into the user's native CX

Its channel is the ecosystem; 
The bank is an invisible 
provider of background

Behavioral data at scale that 
no bank can replicate

Fintechs AI-native and 
neobancos

Onboarding in minutes, 
frictionless, with mobile-native 

UX

Alternative scoring models  for 
underserved segments

24/7 service via AI agents with 
almost zero marginal cost

Learn faster by iterating with 
short, non-legacy cycles

Intelligent finance providers 
They take the decision-making 
role, the customer delegates 

the choice of the best product

They advise and optimize the 
client's financial life without 

assuming balance

Add and redistribute access to 
multi-entity products

High pressure
Whoever solves the 

onboarding faster stays with 
the customer

High pressure
By automating with AI, the 
barrier to entry disappears

Very high pressure
Segment with the highest 

operating cost and highest 
perceived value

High pressure
Any platform can stand 

between the customer and 
the product

High pressure
Irrelevant position if 

competitor learns faster with 
less data

Banking and incumbents

PortalERP Funcas McKinseySources:

https://portalerp.es/los-cambios-que-estan-redefiniendo-el-fintech-global-en-2026
https://www.funcas.es/documentos_trabajo/perspectivas-de-los-mercados-y-entidades-financieras-en-2026/
https://www.mckinsey.com/~/media/mckinsey/industries/financial%20services/our%20insights/global%20banking%20annual%20review/why-precision-not-heft-defines-the-future-of-banking-vf.pdf?shouldIndex=false
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McKinsey S&P Global

The new balance amidst 
the AI transition

The new financial ecosystem is organized around a 
bifurcation that separates institutions based on 
their ability to integrate intelligence into the core 
of their model. This division is not only based on 
scale, market share or historical positioning, but also 
on decisions made about architecture, talent and 
investment.

At one extreme, there are the actors that have 
managed to build proprietary AI platforms that 
operate as self-reinforcing advantage engines. Not 
only do they use intelligence to optimize decisions, 
but they have created systems capable of 
learning from each interaction, continuously 
improving and scaling that learning throughout 
the organization. Every customer, every transaction, 
and every decision fuels a cycle that increases 
accuracy, reduces marginal cost, and strengthens 
your competitive position over time.

At the other extreme, there are those institutions 
that, although they have adopted AI technologies, 
have not managed to integrate them structurally. 
They operate with hybrid models where intelligence 
coexists with legacy architectures, generating 
friction, duplicity, and limitations in the scale of 
impact. As a result, their role tends to shift towards 
diminishing intermediation positions, where the 
relationship with the customer is weakened and 
the pressure on costs and investment intensifies.

This new balance is defined by who is able to 
translate this technology into a sustained ability 
to learn and execute. Institutions that have made 
early and sufficiently ambitious decisions about how 
to redesign their architecture, attract talent, and 
prioritize investment have captured an advantage 
that is not easily replicable in later phases.

•	 Competitive Advantage
Cumulative; Each cycle reinforces the next

•	 Customer Relationship
Proactive; anticipate, personalize, accompany

•	 Marginal cost
Decreasing Decrease; Scale without replicating structure

•	 Investment capacity
Liberated; Efficiency finances innovation

•	 Competitive Advantage
Eroded Pilots without structural impact​

•	 Customer Relationship
Reactive; responds, but does not anticipate

•	 Marginal cost
Growing; Fixed structure without AI efficiency

•	 Investment capacity
Trapped; costs absorb the budget

Trayectoria ascendente Trayectoria descendente

The new equilibrium: the gap that becomes irreversible

Fork curve
Leaders (AI-first)
Laggards

The ecosystem is divided between those who 
integrate AI structurally and those who embrace it 
superficially. 

This distinction, invisible today, determines the 
competitive position of the next ten years:
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Sources:

https://www.mckinsey.com/industries/financial-services/our-insights/global-banking-annual-review#/
https://www.spglobal.com/en/research-insights/special-reports/ai-and-banking-leaders-will-soon-pull-away-from-the-pack
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From digital banking 
to conversational and 
agent-mediated banking

The agent is owned by the bank, operates 
with the customer's data and recommends 

products from the market (its own and those 
of third parties).

The bank owns the agent The agent is from a BigTech

Large entities offer the financial agent. 
The bank is a product provider in a  

recommendation marketplace.

An AI-native aggregator or fintech  
acts as a decision layer between the 

customer and all banks.

Depending on the scenario, the bank can go from controlling the recommendations and 
maintaining the relationship, to being invisible to its customer, competing on prices or conditions.

The banking interface of the future will be an ongoing, contextual, and persistent 
conversation. The customer does not "enter" the bank; It interacts with it constantly 
through artificial intelligence agents that understand its complete financial situation, 
its objectives and its context. Thus, the financial agent becomes the main point of 
interaction, acting as an active system that interprets, anticipates and executes 
actions within the limits defined by the customer.

However, this model introduces a strategic tension that cannot be ignored. The 
financial agent is, at the same time, an opportunity and a point of vulnerability: whoever 
controls the agent, controls the recommendation; and whoever controls the 
recommendation, captures the customer's decision. 

If that agent belongs to a technology platform or a third party, the bank may be 
relegated to a product provider in a marketplace of decisions that it does not 
manage or see.

The control of the recommendation layer will thus become the new competitive 
front. Not the product, not the price, not even the digital experience, but who is in a 
position to tell the customer what to do with their money at the moment they need it.

In this scenario, banks do not disappear: they become infrastructure. The question 
is whether they will control the system or be controlled by it.

of customers would 
choose a financial 

product from a 
provider other than 

their primary bank

59%
Exclusive bank loyalty 

no longer exists: 
The customer no longer 

expects their bank to 
have everything,  they 

actively seek the best 
solution at all times

Baby boom

Gen X

Millennial

Gen Z

23%

28%

29%

32%

Willing to try new 
products

7%

11%

15%

20%

They go through poor 
digital channels

Three scenarios depending on who controls the agent

IBM McKinsey II PwC

The agent is from a third-party fintech

The future of financial services in the AI era

Sources:

https://www.ibm.com/downloads/documents/us-en/115dcc7faf363f21
https://www.mckinsey.com/~/media/mckinsey/industries/financial%20services/our%20insights/global%20banking%20annual%20review/why-precision-not-heft-defines-the-future-of-banking-vf.pdf?shouldIndex=false
https://www.mckinsey.com/industries/financial-services/our-insights/banking-matters/agentic-ai-will-shake-up-banking-shrinking-global-profit-pools
https://www.pwc.com/us/en/industries/financial-services/library/how-ai-is-reshaping-banking.html#content-free-1-ec79
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Banks - embedded, 
proactive and life-centered

Banking is active in every moment of life

THE BANK THE BANK

But the most profound change occurs in the position 
that the customer occupies within the financial 
system. Banking is no longer organized around 
internal products, channels, or functions, it is now 
structured around the customer's financial 
life as a continuous stream of interconnected 
decisions. The customer is not the entry point to the 
system, but rather becomes its organizing axis.

This means that banking activity is no longer 
activated on demand, but is articulated around 
the customer's context. Financial decisions 
are not grouped into isolated moments, such 
as contracting a product, applying for financing 
or reviewing an investment, but are part of a 
continuum where each action has implications 
for the following.

Thus, the design unit becomes the customer 
life cycle. Buying a home, changing jobs, starting 
a family or planning for retirement are no longer 
disconnected events but milestones within an 
integrated financial dynamic. 

The entity organises its proposal, its decision-
making capacity and its execution around these 
moments, connecting information, context and 
action in a coherent way.

The result is a system in which the customer does 
not navigate banking, but the banking dynamically 
adapts to their life. But this model is only possible 
for the institutions that control the point of 
contact: those that own the layer where the 
recommendation and decision are made.

Banks will not compete to offer financial products. 
They will compete to stay relevant at the time 
decisions are made. Those who are not present at 
that time will not be part of the system.

The shift towards life-centered banking

Buying a 
home

Having a 
child

Starting a 
Business

Plan for 
retirement

Analyze payment 
capacity, negotiate the 

best conditions and 
accompany the process

Structures financing, 
projects cash flow, and 
manages tax exposure

Activate a savings 
plan, optimize life 

insurance and set up an 
emergency fund

Simulate life scenarios, 
adjust the portfolio, and 
optimize the tax burden 

over time

IBM McKinsey II PwC VisaSources:

https://www.ibm.com/downloads/documents/us-en/115dcc7faf363f21
https://www.mckinsey.com/~/media/mckinsey/industries/financial%20services/our%20insights/global%20banking%20annual%20review/why-precision-not-heft-defines-the-future-of-banking-vf.pdf?shouldIndex=false
https://www.mckinsey.com/industries/financial-services/our-insights/banking-matters/agentic-ai-will-shake-up-banking-shrinking-global-profit-pools
https://www.pwc.com/us/en/industries/financial-services/library/how-ai-is-reshaping-banking.html#content-free-1-ec79
https://www.visa.co.uk/content/dam/VCOM/regional/ve/unitedkingdom/PDF/vca/uk-visa-vca-embedded-finance-whitepaper.pdf
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The future is now, 
and it won’t last long
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There is a common temptation in debates about 
long-term technological impact: to treat them as 
forward-looking exercises with no urgency for 
actual action. But, the conditions that define future 
competitive positions are now being established:

•	 The data that will train next-generation models 
is being generated today, 

•	 the talents that will build AI platforms are being 
captured right now,

•	 and decisions that will determine the 
competitive agility of institutions in the future are 
being made (or avoided) in the meetings of 
the present.

The window of opportunity to build sustainable 
competitive advantages in AI is real, but it is not 
infinite. Institutions that act with conviction and 
speed in the coming years have the potential 
to establish leadership positions that will be 
extraordinarily difficult to erode once consolidated. 

Those that remain in observation mode or peripheral 
experimentation will find that, when they choose 
to act decisively, the scale effects and learning 
cycle of their more advanced competitors will have 
generated an asymmetry of capabilities that 
money and investment cannot solve.

The transformation of banking by AI is not a future 
scenario that managers can evaluate with the 
comfortable distance of forward-looking analysis. It's 
an ongoing process, with winners consolidating 
and laggards forming, in real time. 

The question that determines the strategic destiny of 
each organization is more concrete and more urgent: 
Where does your institution want to be on this 
new competitive map, and what decisions must 
you make today to ensure it?

•	 Audit all existing data sources for quality and accessibility
•	 Dismantle silos and establish shared data layer with 

centralized governance
•	 Migrate from batch processing  to real-time ingestion as 

standard

Build a 
unified data 
architecture

•	 Identify the 20–30 critical AI profiles that the industry needs 
in the coming months

•	 Design a value proposition for technical talent: autonomy, 
impact and resources, not just salary

•	 Create an internal reskilling academy  to convert financial 
talent into hybrid talent

Attract and 
retain AI-trained 
talent

•	 Prioritize core banking modernization  for business value, 
not technical urgency

•	 Adopt API architecture that allows functions to be 
decoupled without rewriting the entire system

•	 Establish MLOps infrastructure to deploy, monitor, and 
update models in production

Evolve to 
an AI-ready 
environment

Redesign AI-first 
operating model

•	 Identify the processes with the greatest impact and 
redesign them from scratch with AI-first logic

•	 Establish governance frameworks for automated decisions: 
thresholds, monitoring, and auditing

•	 Align incentives and business KPIs with the results of AI 
models

The window is open, but not for long

The future of banking will not be defined by who has the most assets, 
but by who controls intelligence at scale. And that position is now being decided.

Source:

https://www.pwc.com/us/en/industries/financial-services/library/how-ai-is-reshaping-banking.html#content-free-1-ec79
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