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PRIORITIZED.
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You can do a lot with AI.
The harder question is what should come first.

From 69 slides of possibilities to 10 slides of decisions.

S O U R C E  M A T E R I A L

KPMG in Thailand, “You can with AI – But what should your priorities be?”, 24 April 
2025

Independent redesign exercise based on publicly available KPMG material. Not commissioned 
by or affiliated with KPMG.
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THE VALUE
ISN’T THE QUESTION.

0 1   ·   T H E  V A L U E

SO WHAT
GETS PRIORITY?

T H E  P R O M I S E

80%
believe banks that embrace AI will develop a 
competitive edge

62%
expect a moderate to very high ROI from AI 
investments

T H E  P R E S S U R E

70%
of shareholders expect to see immediate ROI on 

AI investment

13%
have so far experienced a high revenue 

contribution from AI (26% any revenue growth)

W H AT  B A N K S  A R E  A I M I N G  AT    68% seek to reduce costs  ·  42% aim to enhance the customer experience  ·  66% have already achieved cost savings

Source: KPMG in Thailand, “You can with AI – But what should your priorities be?”, 24 April 2025, p.6. Expectation vs proof is an editorial framing of the source statistics.
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AI CAN CREATE VALUE.
BUT VALUE ISN’T EVENLY DISTRIBUTED.

0 2   ·   T H E  O P P O R T U N I T Y

E A S E  O F  C A P T U R E   →

↑   VA L U E  P O T E N T I A L   ( p o i n t s  o f  s a l a r y  c o s t )

T H E  S I Z E  O F  T H E  P R I Z E

AC R O S S  S E C T O R S

19–23%  of salary cost

4–18%  of EBITDA

F I N A N C I A L  S E R V I C E S

22.5%  of salary cost

10.8%  of EBITDA

The biggest opportunity is not 
always the easiest one to capture.

51%
HIG H  

CO MP LEX I T Y

41%
MEDI UM 

CO MP LEX I T Y

11.4 pts of salary cost
agents, end-to-end process 
redesign

9.3 pts of salary cost
integration, data piping, 
customisation

8% · LOW COMPLEXITY
1.8 pts · out-of-the-box tools, e.g. 

Copilot

Source: KPMG in Thailand, “You can with AI – But what should your priorities be?”, 24 April 2025, p.8–10, citing KPMG International, Intelligent banking (2025). Bubble area = share of the financial-services 
GenAI opportunity (8% / 41% / 51%; cross-sector 9 / 39 / 52). Ease of capture is ordinal.
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START WHERE VALUE
MEETS FEASIBILITY.

0 3   ·   W H E R E  T O  S T A R T

E A S E  O F  C A P T U R E   →

↑   VA L U E   ( s h a r e  o f  b a n k i n g  G e n A I  o p p o r t u n i t y ,  √  s c a l e )

S TA R T  H E R E

2%

5%

10%

20%

40%

AVG  EAS E  3 7 %

Other front office  40%

Finance  21%

IT  12%Sales  7%

Services & data
analytics  6%

Risk  3%

Ops & supply chain  3%

Cyber  2%
HR, Marketing  3% each

●  Back office    ●  Middle office    ●  Front office

33%
of the banking opportunity sits in Finance and IT, 
where more of the work is low or medium 
complexity.

40%
sits in other front-office work: the biggest prize, but 
64% of it is high complexity.

PRIORITISE USE CASES.
NOT TECHNOLOGY.

Source: KPMG in Thailand, “You can with AI – But what should your priorities be?”, 24 April 2025, p.12, citing KPMG International, Intelligent banking (2025). Ease = low + medium-complexity share. Dot 
area = share of opportunity. Quadrant lines (average ease, 10% of value) are an editorial reading.
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THE AMBITION IS AHEAD
OF THE OPERATING MODEL.

0 4   ·   W H E R E  W E  A R E  T O D A Y

AI IS MOVING FASTER
THAN THE ORGANISATION.

I N F R A S T R U C T U R E

Still in development

25%
have enterprise-wide cloud 
or hybrid-cloud platforms 
strategically supporting 
data-driven services

P E O P L E

Coming to grips with 
AI

61% → 30%
provide ethics and 
guardrails training; only 
30% offer more advanced 
AI learning

M O D E L S

No dominant model

66%
use cloud-based AI 
platforms, 46% open-
source tools and 83% rely 
on on-prem solutions

C O N T R O L

Concerned about 
control

58%
are nervous about the 
influence of AI tech 
providers on their 
operations

R O I

Not automatic

Myth
that AI solutions will always 
deliver a positive ROI. 
Selecting the right approach 
is critical.

Source: KPMG in Thailand, “You can with AI – But what should your priorities be?”, 24 April 2025, p.14, citing KPMG International, Intelligent banking (2025). Block heights are an editorial maturity read, not 
a source score.
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THREE PRIORITIES.
IN THIS ORDER.

0 5   ·   T H E  A N S W E R

M AT U R I T Y   →

↑   VA L U E

01  ENABLE   Enable people

AI literacy   ·   Highest-value use cases

Early AI guardrails   ·   AI skills for people

02  EMBED   Embed AI in work

AI in workflows   ·   Copilots and assistants

AI in value streams   ·   Rapid test and learn

03  EVOLVE   Evolve the enterprise

Operating model   ·   Ecosystem strategy

Agents in ecosystems   ·   Enterprise change

Value compounds with maturity.
Each stage unlocks the next.

Source: KPMG in Thailand, “You can with AI – But what should your priorities be?”, 24 April 2025, p.18–19 (Enable · Embed · Evolve). Curve shape is illustrative.
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THE MARKET IS
ALREADY CHOOSING.

0 6   ·   M A R K E T  S I G N A L   ·   C H I N A  F I N A N C I A L  S E R V I C E S ,  2 0 2 4

~91%
of LLM procurement demand 
came from banking, 
securities and insurance

58%
of awarded projects went to 
banks

CNY127.75M
total disclosed contract value, banking

Smart meeting

BI data query

Text generation / review

AI customer service

Investment research

Knowledge Q&A

Code assistant

4

4

7

7

9

12

19

WI NNI NG  BI D S BY  SC ENAR IO, 2 0 24 ( ed it a bl e  c har t)

I N T E R N A L   →   E XT E R N A L

↑   E F F I C I E N C Y   →   D E C I S I O N  S U P P O R T

19

Code assistant

12

Knowledge Q&A

7

Text generation / 
review

7

AI customer service

9

Investment research

A D O P T E D  F I R S T :

internal efficiency tools

N E XT :

external, decision support

Source: KPMG in Thailand, “You can with AI – But what should your priorities be?”, 24 April 2025, p.27 (bidding data, 2024). Node size and number = winning bids. Order and placement are an editorial 
reading of the source’s stated path: “from internal to external, from efficiency tools to decision support”.



A I ,  P R I O R I T I Z E D.    P O W E R P O I N T  T R A N S F O R M AT I O N  0 2   ·   I N D E P E N D E N T  R E D E S I G N 8 /  1 0

DON’T SCALE
WHAT ISN’T READY.

0 7   ·   W H A T  S H O U L D  S C A L E  F I R S T

R E A D Y  T O  S C A L E

T E C H N O L O G Y  M AT U R I T Y   →

↑   D E M A N D  F R E Q U E N C Y

Risk management Code management

Marketing management
BI data query Smart meeting

Knowledge base 
Q&A

Product services Investment 
research Text generation / 

review
Channel operations

CO NTROLLABI LIT Y
The primary constraint on large-scale deployment

EXPLAINABI LIT Y
The core concern when pilots expand to broader rollout

RO I
A key factor in choosing use cases, especially for 
decisions

PRIORITY =
VALUE × MATURITY × CONTROL

Editorial framework built from the source’s three focus areas. Not a 
KPMG equation.

Source: KPMG in Thailand, “You can with AI – But what should your priorities be?”, 24 April 2025, p.29 (30 demanders; maturity = commercially available). Positions read from the source chart; ready zone 
(maturity ≥ 8.5, demand ≥ 24) is editorial.
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THE NEXT STEP ISN’T MORE CHAT.
IT’S MORE ACTION.

0 8   ·   F R O M  C O P I L O T  T O  A G E N T   ·   C O A C H  I Q

C O A C H  I Q   ·   R E A L - T I M E  S A L E S  C O M P A N I O N

CUSTOMER CONTEXT
Customer data and the live call, transcribed in real time

NEXT BEST ACTION
Serves the next best product or action

PERSONALISED SCRIPT
Generates sales scripts and follow-up content

OBJECTION SUPPORT
Real-time tips for responding to objections

CRM AUTOMATION
Automates CRM inputs and admin tasks

COMPLIANCE CHECK
Auto-detects non-compliant activities

C O P I L O T A S S I S TA N T A G E N T

Suggests.
Surfaces context and the 
next best action. The 
agent decides.

Coaches.
Drafts scripts and 
objection tips inside the 
live conversation.

Acts.
Updates CRM and checks 
compliance in the 
workflow, under 
supervision.

T H E  R I S K  L A Y E R  G R O W S  W I T H  T H E  A C T I O N

HIGH    61  controls

Overall inherent risk tier for Coach IQ (KPMG Trusted AI framework). Privacy 
and reliability rated high.

Human in the loop today; human supervision of agents next.

Source: KPMG in Thailand, “You can with AI – But what should your priorities be?”, 24 April 2025, p.33–35, 57 and 64. Copilot / assistant / agent grouping of Coach IQ functions is editorial; Coach IQ is not 
presented as fully autonomous.
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AI PRIORITIES AREN’T
A TECHNOLOGY LIST.

0 9   ·   S C A L E  V A L U E ,  N O T  H Y P E

VA L U E M AT U R I T Y C O N T R O L

01

FIND THE VALUE

02

PROVE THE USE 
CASE

03

CONTROL THE RISK

04

EMBED INTO WORK

05

THEN SCALE

AI, PRIORITIZED. Independent presentation redesign based on publicly available KPMG material.
Not commissioned by or affiliated with KPMG.
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