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Our 2035 Vision for Axis Bank
By 2035, make Axis the preferred all-weather financial partner for every customer—One Bank organised around evolving customer goals, where empowered bankers,

responsible AI, and the full power of One Axis deliver complete outcomes across every life and business stage, with trust, inclusion, and resilience by design.

1.The core org. remains vertical

Why is a transformation needed?

Customer goals span products, functions,
and entities, but formal accountability still
follows business verticals like Retail
assets, retail liabilities, tech. etc.

High NFTR, downstream checks, L1/L2 hand-offs, higher
TAT , difficult-to-capture AI in the P&L
FY26: complaints received decreased by 13%, but
pending complaints increased by 86%.

2.Productivity is increased, but hard to capture
Axis: Redesign of tractor-loan journey → >55% lower
TAT; market share +75% YoY
DBS: Managing through Journeys resulted in 30%
lower account-opening TAT, 20% better risk detection

3.Transformation creates value

50 live journeys | ~74
lakh interactions | 95%+
frontline Siddhi adoption

54m customers | 6.3K
branches | One Axis financial

ecosystem

Strategic Rationale - Why now?
115m+ document services |

10m+ customer chats | ~86%
employee ADI adoption

01 | Customer
Architecture is Ready 
Axis Sparsh + Siddhi +

Kaleidoscope

02 | AI is everywhere,
but not in the P&L

Axiom AI

03 | One Axis is
Ready to Expand

Experience as One

Capabilities
Transformation
is needed.

Proposed Model for 2035Current Operating Model

Board, MD, CEO

Retail &
Commercial Wholesale Treasury &

Markets

What
Changes?

Enterprise Functions
Ops | Tech | Digital | Finance | HR | Strategy | CX

Horizontal Journey Layer
Sparsh | Axiom | Siddhi | One Axis

Proposed Model for 2035

Customer Journey Council (5 Journeys)

Everyday &
Family Finance

Life Milestones Wealth & Legacy Entrepreneur &
Business 

Enterprise
Networks & Capital

Customer Profile and Goals Graph

Bharat Execution Layer

Control Spine  
(Risk,

compliance,
privacy, legal,
internal audit,

etc.)

The Big Bet: Axis Customer Journeys – A new customer-goal-centric operating model

Board, MD, CEO

Enterprise Support (Data, Tech, Product, Marketing, Ops, Finance, HR, etc.)

Axis has built the foundation. The next competitive advantage is
organisational: make customer goals, not products, the primary unit.



Proposed 2035 Operating Model for Axis

Control SpineCustomer Journey Council (5 Journeys)

Home ownership
Mobility 
Education 
Major purchases
Life-event finance 

Salary/primary bank
Deposits
Payments/cards 
Everyday credit 
Family access

Invest
Insurance/protection 
Retirement
Affluent/wealth advisory
Succession/legacy 

Collections/payments 
Working capital
Credit
Payroll & Insurance
Growth ecosystems 

Cash/treasury 
Capital market & Trade
Working capital
Corporate credit &
Ecosystem finance

Life 
Milestones

Everyday &
Family Finance

Wealth Protection 
& Legacy

Entrepreneur &
Business

Enterprise Networks 
& Capital

Customer Profile & 
Goal Graph

Bharat Execution 
Layer

Enterprise Support &
Shared Services

360° customer profile capturing life stage, needs, capacity, and goals.
Goal Graph maps the current state to future outcomes and recommends the most relevant journey.

Ensures presence in every pin code through branches, BCs, digital channels, and partnerships.
It adapts offerings, pricing, and journeys to local needs and drives inclusive growth.

Shared platforms and capabilities powering every journey and driving efficiency and scale.
These enable technology, data/AI, operations, talent, finance, treasury/FTP, product expertise, and marketing.

Credit Governance
Involves a set of policies, procedures,
and practices that guide and monitor
credit activities within the institution.

Risk & Compliance
Manages fraud, financial, and

compliance risks to ensure regulatory
adherence.

Internal Audit
Ensures operations and internal

controls are effective and compliant
with regulations.

Privacy & Model Risk
Protects customer data and manages

model risks to ensure regulatory
compliance.

Customer FlowCross-Cutting Enablers

AI & Analytics
Intelligence | Execution | Scalability 

Digital & Open Ecosystems
APIs | Partnerships | Platforms

Sustainable & Responsible Banking
ESG | Inclusion | Green Finance

Customer Experience
NPS | Feedback | Design | CSAT

Performance Management
OKRs | Scorecards | Incentives

Implementation Roadmap Expected 2035 Business Impact Risks & Mitigations
1

4

2

3

0-3
Months

Design & Baseline
Define 5 journey charters, owners, goals & hand-offs.
Set value, trust & economic baselines with attribution rules.
Audit AI/data/consents and secure SLA capacity.

3-9
Months

Shadow Journeys
Pilot Everyday & Family and Trust & Resolution with dedicated capacity.
Launch an MVP Goal Graph and track value & trust monthly.

9-18
Months

Delegated Authority
Transfer investment/prioritisation rights and establish dedicated reporting lines where
evidence supports.
Implement economic accounts and align roles, incentives & career paths.

18-36
Months

Scale to 3-5 Journeys
Expand into Life Milestones, Wealth/Legacy, Business Growth & Enterprise/Capital
based on readiness.
Reuse common platforms across journeys.

5 36+
Months

Institutionalize
Embed economic outcomes in the BSC and align the annual capital/investment cycle.
Conduct 3-year reviews & continuously test, renew, merge, split, or sunset journeys.

Journeys Become
Silos Again

P&L Wars amongst
Journeys

Controls Lose
Independence

Tech Stack
Fragmentation

Multiple
Stakeholders

Transformation
Risks

One Customer Passport + multi-goal
ownership + transfer credits

Finance-owned attribution + central
FTP + enterprise relationship metrics

Independent reporting lines + veto
rights + Trust Floor

One enterprise architecture, Axiom,
data and cyber spine

Clear decision rights + one
accountable owner per outcome

Pilot first, shadow economics, then
transfer authority after proof

AI Usecases

A customer is
aligned to one
economy at a
time based on their
current life goal.

They can own
multiple
products within
that journey

As goals evolve,
customers will
move to another
journey with their
history.

The Transformation creates a 15% increase in Share of Wallet, as
customers are exposed to more touch-points across journeys.

Intelligent Customer Matching

Hyper-personalization

Journey/Goal Shift Prediction

AI Workflow Copilot

Next-Best-Action Orchestration

AI maps goals to the ideal
journey and suggests actions.

Offers, pricing, and content
based on behavior and stage.

Predictive and behavioural
analytics for journey change

Automates handoffs, doc.
checks, case routeing and
exception resolution.

Across products, channels and
journeys.

Total Income ~2.4x increase
₹79,605 Cr to ₹190,000 Cr+

Net Profit ~2.6x increase
₹26,373 Cr to ₹68,000 Cr+

16-17% to 18%+

Cost-to-Income
Ratio <42% from 47.1%

Customer Base ~1.8x increase
56 Mn+ to 100 Mn+

Digital Adoption ~2.7x increase 
15 Mn+ to 40 Mn+

Bharat Reach
2,736 to 5,000+ branches
100% priority Bharat
markets served phygitally

Sustainable
Finance

~3.4x increase
₹22,160 Cr to ₹75,000 Cr+

Return on Equity

2035 illustrative targets based on FY25 Axis baseline and strategic ambition, with growth rates calibrated to a 10-year horizon.
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