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Generative Al ROIBenchmarks
Financial Services 2026.

Realized ROI, cost-to-serve deltas, payback windows and top production use cases for generative Al
in retail banking, wealth, capital markets, cards and payments. Peer bands segmented by asset size
and geography.

From strategy and pilots to production outcomes.
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Generative Alin banking crossed from promise to portfolio in 2026. Median payback is now around
nine months across the top use cases, and top-quartile programs are cutting that in half. This
benchmark covers realized ROI, cost-to-serve deltas and governance patterns across 180+ banks,
wealth managers, capital markets desks and card issuers.
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What thisreportanswers

= Realized ROI ranges by use case — advisor copilot, KYC, servicing, fraud, marketing
m Cost-to-serve delta with and without generative Al, by asset-size band

m Payback windows — median, top-quartile, bottom-quartile

= Where banks are spending — foundation models, RAG, agentic, guardrails, run

= Reg & risk practices that correlate with production ships (OCC, FFIEC, EU Al Act)

01 The use cases thatactually pay back

Advisor copilot, KYC/AML automation, servicing and fraud triage lead every ROI ranking we see. Marketing content and
code generation help, but they rarely justify a program on their own.

The pattern: workloads that attach to existing high-volume, high-cost human work pay back in half the time of workloads
that create new capability.

m Advisor copilot: 3.5-5x ROl within 12 months in top quartile

m KYC/AML augmentation: 4-6 month payback

= Servicing and complaints: 30-45% AHT reduction, 6-9 month payback
m Fraud triage: 20-35% analyst throughput gain

= Content and marketing: 15-25% productivity, 12+ month payback

02 Cost-to-serve by asset size

Smaller institutions (under $50B AUM) see the biggest percentage moves because their baselines are less optimized. The
largest players see smaller percentages but larger absolute dollars.

Segment cost-to-serve reporting by asset tier before comparing yourself to peers. Blended numbers hide the most
important patterns.

03 Where 2026 spendis going

Foundation-model spend is flat to declining as a share of Al budget. Retrieval infrastructure, evaluation tooling and human
review are all growing double digits.

The pattern reflects a market that has moved past capability demos and started paying for reliability, auditability and control.



04 Modelrisk and EU Al Actreadiness

US banks are mapping generative Al workloads to SR 11-7 and OCC 20M-12 model-risk categories. EU banks are running
the same exercise against EU Al Act risk classes.

Institutions that finished this mapping before Q4 2025 avoided most of the rework their peers are now going through. If
you have not started, that is your Q1 priority.

05 What the winners are doing differently

One accountable executive per workload. A written evaluation harness that runs in Cl. A shared cost-per-outcome metric
that FinOps and product both trust.

The winners also stop running pilots. Pilots become permanent staging; move workloads to production behind evaluation
gates, not committee sign-off.

THE BOTTOM LINE

The 2027 competitive gap in financial services will be set less by which model you licensed and more by how quickly

you can move workloads from evaluation to production without losing your auditor.

Questions we getasked
Does the report cover model risk management?

Yes — the appendix maps common generative Al use cases to SR 11-7 / OCC 2011-12 model-risk categories with observed
control practices.

Which financial services segments are benchmarked?
Retail and commercial banking, wealth and asset management, capital markets, and cards & payments. Peer cohorts are
segmented by asset size (< $50B, $50-250B, > $250B) and geography (US, EU, APAC).

What ROl ranges should a Fortune 500 bank expect?
Top-quartile programs realize 3.4-5.2x ROl within 12 months on advisor copilot and servicing use cases; median payback is 9
months. The report gives full ranges by use case and asset-size band.

Benchmark your own program. Model the business case with
our ROI calculators, or book a working session with the
practitioners who ship these programs.

Pronix.aiis a specialized Al & CX Systems Integrator. Leading with Al. Innovating with Digital. Figures are drawn from delivered engagements and enterprise
programs benchmarked by Pronix; ranges are reported instead of false precision. Third-party names and marks belong to their owners.



