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WHO THIS PLAYBOOK IS FOR

This playbook is written for BFSI leaders who are past
experimentation and are now facing real execution questions.

CROs, Compliance Heads,

and Risk Leaders accountable
to regulators and boards

@52 ClOs, CTOs, and
CDOs responsible for
enterprise platforms

EFC

Heads of Data, Al,
and Analytics moving
GenAl into production

G B

Enterprise Architects
and AWS Solution
Architects

This document is NOT
A GenAl trends report | A vendor brochure | A theoretical framework

é )

It focuses on what actually works when
GenAl meets BFSI realities: data complexity,
audit scrutiny, risk ownership, and
regulatory expectations.
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EXECUTIVE SUMMARY

Moving from Experimentation to Operations

The Current Reality The Target Stage (2026)

Across banks, insurers, By 2026, successful
and NBFCs, we see the BFSI institutions will:
same pattern:
Standardize how
e Pilots show promise GenAl is built and
e Production stalls deployed
e Risk and compliance Embed governance
intervene late at design time, not
e Momentum is lost post-facto
Treat GenAl as a
managed capability,
not isolated tools
Align business,
technology, and risk
ownership

@ )

This playbook explains how to
make that transition.
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THE 2026 BFSI REALITY

4 realities now define GenAl in BFSI:

©2026 Ganit

PoCs are easy. Production is hard.

Most GenAl initiatives stall during security reviews, risk
assessments, or internal audit—not during model
development.

Data issues masquerade as Al issues.
Hallucinations, incorrect outputs, and inconsistent
responses usually trace back to poor data quality,
permissions, or context—not the model itself.

Regulators are moving from principles to evidence.
Institutions are increasingly expected to demonstrate
traceability, explainability, and control—not just intent.

Al risk is now board-level risk.

Ownership can no longer sit only with innovation teams.
Accountability spans business, technology, and risk
leadership. GenAl success in 2026 depends on addressing
these realities head-on.

GenAl success in 2026 depends on addressing
these realities head-on.
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COMMON FAILURE PATTERNS

Why current initiatives fail to scale

Failure Pattern

Chatbot-first
initiatives

Governance added
later

Tool-led pilots

No audit trail

No evaluation
framework

The Mistake

Focusing on generic
conversational
interfaces without
defined scope

Building first, asking
compliance to
approve later

Buying vendor tools
before defining
architecture

Treating outputs as
ephemeral

Launching without
defined success
metrics or
benchmarks

The Result

Unclear ownership,
weak controls

Production blocked
by risk teams

Hard to standardize
or scale

Internal approvals
stall

Silent failures in
production

These failures are systemic and arise when GenAl is
treated as a feature rather than a capability.
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WHAT “GOOD” LOOKS LIKE IN 2026

In mature BFSI organizations, GenAl looks very different.

In 2026, GenAl is

Embedded
Integrated directly into core workflows and decisions.

Accountable
Owned by named humans with outcome responsiblity.

Bounded
Clear data access and decision scopes.

Auditable
Designed for traceability, review, and regulatory scrutiny.

Continuously Evaluated
Monitored for performance, drift, and risk.

This target state is achievable—but only with the right
architecture and discipline.
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REFERENCE ARCHITECTURE

A successful BFSI GenAl architecture typically includes 6 layers

Data & )
Knowledge Retrieval &
Layer Context Layer
Curated, Grounding GenAl
permissioned, high- responses in approved
quality structured and sources with
unstructured data. traceability.

Guardrails & GenAl / Agent
Controls Layer
Logs, metrics, LLMs, prompts,
lineage, and and task-specific
evidence for review. agents with

defined boundaries.

Audit & Human-in-
Observability the-Loop
Approval, override, Policy enforcement,
escalation, content filters,
and accountability. output constraints.

This architecture shifts GenAl from
experimentation to enterprise reliability.
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THE DATA FOUNDATION

No BFSI GenAl program succeeds without a strong
data foundation.

The BFSI Data Control Pane

©2026 Ganit

~ )
Most BFSI GenAl failures are data governance
failures disguised as Al problem:s.
Fixing data foundations is foundational.
. J




BFSI GenAl Playbook 2026

FROM CHATBOTS TO
DIGITAL WORKERS

BFSI organizations are moving beyond generic chatbots toward
Digital Workers.

1.Role-aligned 2.Auditable

(credit analyst, fraud (decision
investigator, RM, claims traceability)
officer)
3. Task-bounded 4.Governed
(specific decisions, not (controls, approvals,
logs)

open-ended chat)

Examples

Credit Analyst Copilot | Fraud Investigation Assistant |
Compliance Query Agent | Claims Triage Copilot

These systems augment humans without replacing
accountability.
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GOVERNANCE BY DESIGN

GenAl introduces new governance surfaces:
e Prompts
e Context sources
e Agent actions
e Generated outputs

Effective governance follows a simple principle:
Policy - Control - Evidence

Fail
Input Prompt — — @

| Pass

Model Inference

| Immutable Audit Log

Response —

4 A
If a control cannot produce evidence, it does not
exist. Governance must be embedded at design

time, not retrofitted.
\ J
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WHAT TO GOVERN

Define governance at every layer to move faster with confidence

Layer Governance Focus
Source approval, permissions
Data pp .l p I
quality
Versioning, approval,
Prompts ¢ p.p
ownership
Models Usage boundaries, scope
Outputs Explainability, citations
Agents Action limits, escalation
Override authority,
Humans .
accountability

Governance clarity accelerates delivery—it does
not slow it down
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EXPLAINABILITY IN BFSI GENAI

Explainability is critical in:

Credit decisions | Fraud investigations | Claims outcomes

Stakeholders need to understand

(In BFSI, explainability is not about model internals]

It is about decision paths.
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HUMAN-IN-THE-LOOP IS
NOT OPTIONAL

Human oversight is mandatory in regulated BFSI workflows.
Effective patterns include:

o Approval checkpoints before action

e Override mechanisms

e Escalation paths

e Clear accountability

A simple model:

Draft

Al Analysis — )
y Recommendation

Human Gate
Ride/override/
approve

. Final Action

Audit Log

Removing humans increases risk.
Designing their role properly reduces it.

©2026 Ganit
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THE OPERATING MODEL
FOR 2026

Successful GenAl programs define roles clearly

Business Owner
Outcome and value accountability

g Data Owner
= Data and quality permissions

L=

Successful m Al Owner
GenAl Roles Model and prompt lifecycle

Risk and Compliance
Control validation and review

ﬂ:@ Technology Custodian
Platform reliability

Lack of role clarity is the single biggest cause of
GenAl stagnation.
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KPIs THAT ACTUALLY MATTER

Vanity metrics mislead. Focus on impact.

.. : Governance
Productivity Quality
H H H 6 °
Turnaround time reduction Error/Rework reduction
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Time 0 Quarter
Adoption Risk
Human usage & trust False Positive Rate

Pending/Low Trust
8%

Trusted & Adopted
92%

If a KPI does not change decisions, it should
not exist
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A PRACTICAL 90-DAY
ROADMAP

A structured, outcome-driven roadmap to move GenAl from
intent to production in 90 days.

Phase 1: Assess & Align Phase 2: Design Phase 3: Build & Pilot
(Weeks 1-3) (Weeks 4-6) (Weeks 7-12)

e Current state e Target architecture e Production-grade pilot
assessment e Control design e Monitoring and

e Use-case prioritization e Operating model evaluation

e Governance alignment definition e User adoption

Week 3 Milestone Week 6 Milestone Week 12 Milestone
Go/No-go decision Design Approval Production readiness
review

This cadence balances speed with safety.
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WHERE GANIT FITS

Ganit partners with BFSI institutions across 3 pillars:

Data Platform GenAl Al Governance &
Modernization Productionization Explainability
( ) ( ) ( )

)| [ 1 [ 1 [
( ) ( ) ( )
( ) ( ) ( )
( ) ( ) ( )
Building governed, Moving from PoCs Embedding
scalable to reliable, controls,
foundations for auditable systems. traceability, and
analytics and Al. confidence.
4 A

.

We are not tool sellers.

We are not staff augmentation.
We build systems that survive audit and scale.

J
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HOW TO GET STARTED

Flexible entry points that meet organizations where they are
in their GenAl journey.

GenAl Production
Readiness Review

Optimization & Scale

Al Governance
Foundation Workshop
Strategy & Ethics

BFSI Data Platform
Assessment

Architecture & Data

Each engagement is designed to deliver clarity,
momentum, and board-level confidence.
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ABOUT GANIT

Ganit is a data and Al engineering partner for regulated
industries. We embed engineering rigor and regulatory
discipline into every GenAl system we build.

( We are trusted when programs matter. J
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