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PLAYBOOK

The Strategic Imperative:
Why Now, What's at Stake?

The Convergence of Forces: Three forces are converging to create the most
significant transformation opportunity in consumer banking history:

01

The Generational
Wealth Transfer

By 2030, Gen Z will control $30 trillion in assets,
representing the largest generational wealth transfer ever
recorded. As our research showed, 34% would be willing

to change banks in the next 12 months. This cohort exhibits

paradoxical behaviors that demand new engagement models:

- Digital natives who still want human guidance
for major financial decisions

Independent thinkers whose financial behaviors
are shaped significantly by family influence

Al enthusiasts who simultaneously demand
transparency in how algorithms affect their finances

02

The Trust
Evolution

Customer expectations have fundamentally shifted.

Research reveals that 49% of consumers value a recognized
brand, 37% prioritize strong digital experience and 40% want
proactive fraud alerts. Trust is no longer built through branch
presence alone; it emerges from consistent, personalized
transparent digital interactions.

03
The Al Tipping Point

Consumer comfort with Al in banking has crossed the
threshold for mainstream adoption. Currently, 50% of all
consumers express comfort with Al-powered banking services,
with Gen Z at 60% and Millennials at 62%. This acceptance
creates a 24-month window for banks to deploy Al as a
front-office feature rather than back-office efficiency tool.

The strategic question is not whether to transform,
but how quickly and effectively banks can execute.
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THREE PHASES TO COGNITIVE BANKING

Phase 0O1:
Foundation

PRIORITY 01
Data Architecture Modernization

Proper data architecture is an imperative for the successful
deployment of Al use cases. This is not optional preparation;
it is the critical path to competitive differentiation.

— KEY ACTIONS

01 Audit existing data assets across customer, transaction
and behavioral dimensions

02 Implement a unified customer data platform with
real-time integration capabilities

03 Establish data-quality standards and governance frameworks

04 Create APl infrastructure, enabling rapid use-case deployment

PRIORITY 02

Governance-Framework Establishment

Once the appropriate data architecture is in place, organizational
governance is the next foundation for transformation success.
While Al deployment creates reputational and regulatory risk,
banks tend to have strong guardrails in place, allowing them
to accelerate the usage of data.

— KEY ACTIONS

01 Define Al-ethics principles aligned with brand values
and regulatory requirements

02 Establish model risk-management protocols specific
to customer-facing Al

03 Create transparency standards for algorithmic decision-making

04 Build a cross-functional Al governance committee
with executive sponsorship

PLAYBOOK

MONTHS 0-6

OBJECTIVE Establish the architectural, organizational and
governance foundations required for scaled transformation

PRIORITY 03

Pilot-Program Design

Deployment should commence with strategic pilots, allowing
the bank to test-and-learn as well as measure the value
delivered. One example of such a pilot that customers are
implementing in 2026 is the redesign of KYC processes and
customer onboarding, a high-impact, bounded use case that
demonstrates value while building organizational capability.
— KEY ACTIONS

01 Select 2-3 bounded use cases with clear success metrics

02 Assemble cross-functional teams combining technology,
operations and business expertise

03 Define minimum viable product specifications
and iteration protocols

04 Establish measurement frameworks capturing both efficiency
and experience metrics

PHASE 01 SUCCESS METRICS

+ Unified customer data platform operational

+ Al governance framework approved by board

+ 2-3pilot programs launched with defined KPIs

« Cross-functional transformation team established
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THREE PHASES TO COGNITIVE BANKING

Phase 0O2:
Activation

PRIORITY 01
Customer Journey Transformation

A prototypical three-phase Al framework (Enable Al, Embed
Al, Evolve Al) can provide the methodology for systematic-
capability deployment. Organizations following this approach
should achieve productivity improvement within 12 months.

— KEY JOURNEY MILESTONES THAT MIGHT
BE PRIORITIZED INCLUDE

01 Intelligent Onboarding

+ Reducing friction in labor intensive and high-volume
processes, such as KYC and mortgage operations

+ Personalized product recommendations based
on financial-profile analysis

+ Proactive fraud prevention integrated into the
account opening process

02 Proactive Financial Guidance
+ Predictive cash flow analysis with personalized alerts

+ Spending pattern insights delivered through
preferred channels

+ Automated savings optimization based on
behavioral patterns

03 Seamless Service Resolution
« Al-first customer service with intelligent escalation
« Predictive-issue identification before customer awareness

+ Omnichannel consistency across digital- and
human touchpoints

PLAYBOOK

MONTHS 6-18

OBJECTIVE Deploy Al capabilities across priority
customer journeys while building organizational muscle
for scaled execution

PRIORITY 02
Human-Al Integration

Our belief is that human-centered transformations are
significantly more likely to succeed than technology-first
approaches. The goal is augmentation, not replacement.

— KEY ACTIONS

01 Redesign frontline roles to leverage Al insights
for higher-value conversations and service resolution

02 Develop training programs to build Al collaboration skills

03 Create feedback loops, enabling frontline input into
Al improvement

04 Establish clear protocols for human override
of Al recommendations

PRIORITY 03
Measurement & Iteration

The goal of the transformation should be revenue increase
and expense reduction within three years, for banks executing
effectively. Rigorous measurement enables course correction
and investment justification.

—> KEY METRICS TO TRACK

01 Customer-acquisition cost by channel

02 Net Promoter Score by journey and segment
03 Al-recommendation acceptance rates

04 Employee productivity and satisfaction

05 Revenue per customer trends

4/ PHASE 02 SUCCESS METRICS
« 3+ customer journeys transformed with Al integration

+ Measurable NPS improvement in pilot segments

+ 35%+ productivity improvement in transformed processes

+ Frontline Al adoption exceeding 70%
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THREE PHASES TO COGNITIVE BANKING

Phase 03:
Yet-1(=

PRIORITY 01
Enterprise Al Scaling

Phase 3 transitions from journey-level deployment

to enterprise-wide integration.

— KEY ACTIONS

01 Extend Al capabilities across all major customer journeys
02 Integrate Al insights into product development and pricing

03 Deploy predictive models for customer
lifetime value optimization

04 Implement continuous-learning systems
improving model accuracy

PRIORITY 02

Ecosystem Integration

The cognitive-orchestrator role requires capabilities beyond
traditional banking. Strategic ecosystem integration extends
value delivery while creating switching costs.

— KEY INTEGRATION PRIORITIES:

01 Financial-wellness platforms connecting banking
to broader financial health

02 Merchant and commerce integrations enabling
contextual financial guidance

03 Professional-services partnerships for complex
financial needs

04 Data-sharing frameworks enabling personalized
cross-industry experiences

PLAYBOOK

MONTHS 18-36

OBJECTIVE Achieve enterprise-wide transformation,
establishing the cognitive-orchestrator positioning that
creates a sustainable competitive advantage.

PRIORITY 03

Continuous Evolution

Transformation is not a destination but an ongoing capability.
Building organizational muscle for continuous evolution
ensures sustained competitive positioning.

— KEY CAPABILITIES

01 Innovation pipeline maintaining 12-18 month visibility
on emerging technologies

02 Rapid prototyping capability enabling 4-6 week
concept-to-pilot cycles

03 Customer co-creation programs informing
roadmap prioritization

04 Competitive intelligence-systems tracking market evolution

PHASE 03 SUCCESS METRICS

+ Unified customer data platform operational

+ Al-governance framework approved by board

« 2-3 pilot programs launched with defined KPIs

« Cross-functional transformation team established
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Critical Success Factors

PLAYBOOK

In order to drive consistent, sustained success, banks must address each of the following
five factors; weakness in any single dimension undermines overall transformation effectiveness.

Executive Sponsorship & Sustained Commitment

Transformation spanning 36 months requires leadership
commitment that survives quarterly earnings pressure and
organizational fatigue. The CEO and board must view this
as strategic imperative, not discretionary initiative.

Requirements:

« Board-level transformation oversight with
quarterly progress reviews

+ Executive compensation aligned with
transformation milestones

+ Protected investment funding not subject to short-term
budget adjustments

+ Visible executive engagement in transformation
communications

Customer-Centric Design Philosophy

Technology deployment without customer-centric design
creates expensive solutions to problems customers do not
have. Every capability must demonstrably improve customer
experience or outcomes.

Requirements:

+ Customer research informing every major design decision

« Continuous feedback loops from deployed capabilities

+ Experience metrics weighted equally with efficiency metrics

+ Customer-advisory panels providing ongoing input

Talent & Culture Transformation

Technical capabilities without cultural-readiness create adoption
failures. Banks must build new skills while transforming
mindsets around Al collaboration and continuous change.

Requirements:

« Comprehensive reskilling programs for existing workforce

« Strategic hiring for critical-capability gaps

+ Culture-change initiatives addressing Al anxiety and resistance

+ Recognition systems rewarding innovation and adaptation

Agile Operating Model

Traditional waterfall delivery cannot achieve the iteration
speed required for Al-era competition. Banks must adopt agile
methodologies enabling rapid learning and adjustment.

Requirements:

« Cross-functional teams with end-to-end accountability

« Two-week sprint cycles with continuous-deployment capability
« Fail-fast culture enabling rapid course correction

« Technical architecture supporting continuous integration

Risk-Aware Innovation

Regulatory scrutiny of Al in financial services will intensify.
Banks must innovate within guardrails that protect customers
and institutional reputation.

Requirements

+ Model risk-management integrated into development processes
+ Explainability standards for customer-facing Al

+ Bias-testing protocols for all algorithmic decisions

+ Regulatory-engagement strategy anticipating
evolving requirements
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The Cost of Inaction

PLAYBOOK

Banks choosing to delay transformation face compounding competitive

disadvantages across multiple dimensions:

Customer Attrition Acceleration

With 34% of Gen Z and Millennials willing to switch banks,
institutions failing to meet experience expectations will
hemorrhage their most valuable future customers. Unlike
previous generations, where 90% remained loyal, emerging
customers actively seek superior alternatives.

Projection:

Banks in the bottom quartile of digital-experience delivery
will lose 15-20% of customers under 40 within five years.

Talent Drain

Top technology and business talent gravitates toward
organizations that demonstrate a commitment to innovation.
Banks perceived as legacy institutions will struggle to attract
the capabilities required for future competition.

Projection:

Lagging institutions will pay 20-30% premiums for equivalent
talent while still losing recruitment competitions.

i

Margin Compression

Competitors achieving significant revenue uplift and cost
reduction will reinvest savings into further differentiation,
creating widening performance gaps. Banks absorbing
legacy cost structures while competitors optimize will face
unsustainable margin pressure.

Projection:

Cost-to-income ratio gaps between leaders and laggards
will exceed 15 percentage points by 2030.

Strategic-Optionality Loss

The cognitive-orchestrator role requires foundational capabilities
built over years. Banks beginning transformation in 2027 or 2028
cannot compress the learning curve sufficiently to catch leaders.
Strategic options available today will be foreclosed.

Projection:

Banks not achieving Phase 2 maturity by 2028 face the
risk of permanent tier-2 positioning.

The question for every executive is no longer whether your bank should
consider Al transformation, but rather, how quickly can you get there?

The roadmap in this playbook charts the path from insight to execution. Inspired by our financial services
consulting and engineering capabilities, it offers the structured methodology and technical depth required to
help banks build the Al differentiation necessary to meet the evolving needs and expectations of customers.

For more actionable insights on evolving customer attitudes and expectations, download a copy of the

2026 Consumer Banking Report.
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https://www.epam.com/insights/research/epams-2026-consumer-banking-report

About EPAM Systems, Inc.

EPAM (NYSE:EPAM) is a global leader in Al transformation engineering and integrated
consulting, serving Forbes Global 2000 companies and ambitious startups. With
over thirty years of expertise in custom software, product and platform engineering,
EPAM empowers organizations to become Al-native enterprises, driving measurable
value from innovation and digital investments.

Recognized by industry benchmarks and leading analysts as a leader in Al, EPAM delivers
globally while engaging locally, making the future real for clients, partners and employees.

We are proud to be recognized by Forbes, Glassdoor, Newsweek, Time Magazine,
Great Place to Work and kununu as a Most Loved Workplace around the world.

Learn more at www.epam.com and follow us on LinkedIn.
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HOW EPAM CAN HELP YOU

PLAYBOOK

Wherever you are on your financial

services modernization journey, EPAM's
team of industry experts is here to help.

EPAM’s banking team, including EPAM, Core, NEORIS and First Derivative consultants, excels in guiding financial
transformations and ensuring compliance and security in the banking sector. Our expertise extends to Al and digital
transformation, where we design customer-centric digital banking solutions and engineer advanced banking platforms.

Our Banking Team Includes

CHRIS TAPLEY

VP, Financial Services Consulting
EPAM

Connect

ALISTAIR BROWN

VP, Open Banking & Payments,
EPAM

Connect

DENNIS JOOSTEN

Head of Banking Practice
EPAM

Connect

LARS FETZER

Director, Advisory Consulting
EPAM

Connect

MICHAEL NICHOLLS

Principal, Financial Services
Consulting, EPAM

JAIME PENARANDA

Financial Services Consulting,
LATAM, EPAM

Connect

MARY KIM

Partner Sales Specialist, APAC
EPAM

Connect

RAPHAEL YOUNG

Senior Director, Business
Development APAC, EPAM

Connect
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