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Research note and evidence standard
This is an evidence-led desk-research edition, not a survey of BFSI sales leaders or an analysis of any organisation’s private 
CRM data. It combines current public-sector evidence, global and India-specific demand-side data, selected academic 
research, and original technical case studies. It is designed to establish the market context and provide a practical commercial 
framework for sales leaders.

The report deliberately avoids inventing a national “BFSI conversion rate”, “discount benchmark” or “AI adoption rate” 
where no credible public dataset exists. Those numbers vary sharply by product, ticket size, channel, cycle time, risk category 
and distribution model. The leadership question is therefore not whether a generic benchmark is good or bad, but whether a 
team can see its own loss points early enough to correct them.

WHAT THIS REPORT CAN AND CANNOT PROVE

The available public evidence can show how India’s payment, inclusion, conduct and technology environment 
has changed. It cannot prove the exact conversion rate, discount rate or coaching quality within a specific 
bank, insurer, NBFC or fintech. The revenue-leakage framework in this report is therefore a disciplined 
diagnostic: a set of testable hypotheses to validate using internal pipeline, call, concession, service and 
manager-coaching data.

Evidence category How it is used in this report Confidence

Official data and regulation RBI and World Bank data establish the market 
environment: payment adoption, financial 
inclusion, customer protection and the direction 
of regulatory attention.

High for stated facts

Reputable reporting on live policy Used only to flag current developments, such as 
reported insurance-distribution reform. These are 
labelled as proposals rather than settled 
regulation.

Moderate and time-sensitive

Academic research Used to explain durable mechanisms: adaptive 
selling, customer orientation, trust and sales 
performance.

High for mechanism, not India-specific 
prevalence

Original AI case studies Used to demonstrate technical feasibility for 
research, content retrieval and coaching support. 
They are not treated as evidence of national BFSI 
revenue impact.

Moderate

Author frameworks The decision-movement, revenue-leakage and 
manager-coaching frameworks are practical 
synthesis tools developed for this report. They 
should be tested locally.

Actionable, not a national benchmark

How to read the report

The first half explains what changed in the market. The second half converts those changes into operating choices: what frontline 
teams should measure, what managers should coach, where AI should and should not be used, and how to establish a 90-day 
reset.
Commercial use: treat the report as the starting point for a Sales Team Capability Audit, not as a substitute for one.
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1. Executive Summary: The Five Shifts Reshaping BFSI Sales
India’s BFSI sales environment is no longer defined by whether customers can reach a provider. They can. The strategic 
question is whether a provider can help a customer move from access to understanding, from interest to a decision, and from 
a first transaction to durable trust. The last five years made the infrastructure faster, the customer journey more fragmented 
and the regulator more alert to conduct. They did not make weak discovery, generic follow-up or price-led selling more 
effective.

The market backdrop in one page
The evidence points to a critical distinction: India’s financial-services market has made extraordinary progress in access and 
payment convenience, but depth of usage, confidence and customer protection remain uneven. In 2021, 78% of Indian adults 
had an account, yet only 35% used an account to make or receive a digital payment and 35% of accounts were inactive. The 
same World Bank brief identified lack of trust, distance and lack of perceived need as major contributors to inactivity. [3]

CENTRAL FINDING

Most revenue leakage does not begin at the proposal stage. It begins earlier: in poor prioritisation, shallow 
discovery, unclear value communication, follow-up without a decision, and managers who review numbers 
without changing the behaviours that create those numbers.

Shift What changed, 
2021-2026 Why it matters now What will matter by 

2031
Risk of doing 
nothing

Practical leadership 
action

1. Activity metrics to 
decision movement

Digital channels made 
it easier to generate 
contacts, messages and 
CRM activity. That did 
not guarantee a 
decision.

High activity can now 
hide poor prioritisation 
and stalled 
opportunities.

Teams will need to 
monitor whether each 
interaction created a 
clear customer 
decision, commitment 
or next step.

Busy teams, ageing 
pipelines and late-
quarter discounting.

Add a weekly 
decision-movement 
view to pipeline 
reviews.

2. Product explanation 
to customer 
understanding

Customers increasingly 
enter with basic 
information, access to 
comparisons and an 
expectation of speed.

A seller who starts 
with product features 
hands the conversation 
back to price.

Interpretation, 
judgement, suitability 
and reassurance will be 
the scarce skills.

More commoditised 
conversations and low 
customer confidence.

Audit discovery 
conversations before 
changing scripts.

3. Discount-led selling 
to value-led selling

In a transparent, high-
comparison market, 
price pressure is more 
visible. Conduct 
expectations are also 
tighter.

Concession decisions 
often mask uncertainty 
about fit, risk, quality 
or follow-through.

Teams will need to 
distinguish real price 
constraints from weak 
customer 
understanding.

Margin leakage, poor 
quality business and a 
culture of approval-
seeking.

Track concessions by 
stage, reason and 
manager.

4. Target reviews to 
manager-led revenue 
coaching

Tools and dashboards 
increased visibility, but 
managers often remain 
trapped in reporting 
and firefighting.

The manager is closest 
to the deal, the rep and 
the operating rhythm.

The best managers will 
diagnose opportunity 
quality before forecast 
risk becomes obvious.

Star-performer 
dependency and an 
inconsistent middle of 
the team.

Establish a weekly 
three-touch coaching 
rhythm.

5. Digital adoption to 
AI-enabled, trust-led 
selling

AI is moving into 
research, content 
retrieval, risk scoring, 
documentation and 
coaching support.

AI can reduce 
preparation time, but it 
can also scale 
irrelevant outreach and 
unsafe judgement.

AI will be an operating 
layer. Human 
judgement, consent, 
explanation and ethical 
discipline will 
differentiate teams.

More polished noise, 
higher conduct risk and 
fragile customer trust.

Start with controlled 
high-value use cases 
and human review.
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By FY 2025-26, RBI reported that UPI accounted for nearly 86% of retail payment transactions and grew 30% by volume 
during the year. Its nationwide survey found that 52% of users had adopted digital payments, largely for speed and 
convenience, while 67% of merchants accepted them. Digital access is now the baseline. The commercial task has moved 
towards customer confidence, product suitability, timely service and a coherent human-plus-digital journey. [1]

Figure 1. UPI and total retail-payment transaction volumes, FY 2023-24 to FY 2025-26. Source: RBI Annual Report 2025-26, Chapter IX. [1]

Commercial bridge: Sales Team Capability Audit

A sales capability audit should identify where the organisation loses decision momentum across lead quality, discovery, value 
communication, follow-up, pipeline discipline, discounting, manager coaching and technology use. The purpose is not to assess 
sellers in the abstract. It is to locate the repeatable revenue leaks that can be fixed before they become a quarter-end problem.
Audit output: a revenue leakage map, a manager coaching agenda and a 90-day operating plan.
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2. The 2021-2026 Retrospective: Five Years That Changed the BFSI Sales 
Model
The common description of the period is that BFSI “went digital”. That is accurate but incomplete. The deeper change is that 
the old default sequence - branch or field interaction first, product explanation second, service later - has fragmented. 
Customers now encounter an offer through search, apps, WhatsApp, market comparison, referrals, payments, employer 
channels, social media and relationship managers in different combinations. The sales system must therefore create continuity 
across channels rather than assuming one channel owns the relationship.

2.1 The post-pandemic shift to hybrid selling
The pandemic accelerated the use of accounts for merchant and utility payments. In the 2021 Findex survey, two-thirds of 
those who had made a digital merchant payment had done so for the first time after the start of the pandemic. The survey also 
found that more than 127 million adults had made their first merchant or utility payment directly from an account during the 
pandemic. That was not simply a channel switch. It was a behavioural reset around speed, convenience and the acceptability 
of transacting without a branch visit. [3]

The acceleration continued. RBI’s FY 2025-26 data shows retail payment transactions rising 26.8% by volume, with UPI at 
nearly 86% of retail-payment volume. This does not mean every financial decision has become self-serve. It means the 
routine layers of financial life have. As a result, a human seller is less valuable when they repeat information a customer can 
obtain alone, and more valuable when they interpret trade-offs, make risk understandable, clarify suitability and help the 
customer take the next decision safely. [1]

Figure 2. RBI’s nationwide digital-payments survey, conducted during FY 2025-26. The user and merchant measures are different survey questions and 
should not be compared as identical adoption rates. Source: RBI Annual Report 2025-26, Chapter IX. [1]

2.2 The rise of the more informed - and less patient - customer
The strongest evidence does not say that every customer is now financially sophisticated. It says something more useful: 
information is no longer scarce, and speed has become an expectation. The customer can obtain basic rate, feature and 
eligibility information quickly. This raises the cost of a vague conversation. In the 2021 Findex data, more than 70% of 
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unbanked adults said they would not be able to use an account without help; lack of financial confidence was especially acute 
among women. The commercial implication is that “informed” does not mean “confident”. Sales teams must be able to 
translate complexity into an informed decision without slipping into product pushing. [3]

The right frontline response is not to give longer explanations. It is to ask better questions first. The seller’s value is 
increasingly interpretive: what does this customer need to decide, what is their current understanding, what risk or 
uncertainty is holding them back, and what evidence will make the next step reasonable?

2.3 The pressure on conversion, quality and margins
Public sources do not publish a national BFSI conversion-rate benchmark or a national discount-rate benchmark. Any report 
that presents one without a clearly defined sample should be treated cautiously. What the public evidence does show is that 
customer-protection, suitability and conduct have become commercially material. In early July 2026, Reuters reported that 
IRDAI was considering a distribution-reform proposal intended to reduce mis-selling by moving away from large upfront 
commissions towards payments over the policy life. The proposal was not yet enacted when this report was written, but it is a 
clear signal that the economics of acquisition, service and customer suitability are converging. [5]

For sales leaders, the lesson is broader than insurance. When a team treats price concession, waiver or speed of approval as 
its first rescue move, it can create revenue today while increasing quality, retention and conduct risk tomorrow. The 
disciplined question is not “Can we give the customer something?” It is “What uncertainty is the customer trying to resolve, 
and have we made the value of our answer clear enough?”

2.4 Technology adoption without consistent capability
Technology has increased the visibility of activity. CRM systems record contacts, stages and forecasts. Payment platforms 
generate rich behavioural data. AI can retrieve information and summarise interactions. But visibility is not judgement. A 
dashboard can show that a proposal was sent; it cannot tell a manager whether the customer’s real decision criteria were 
discovered, whether the proposal answered them or whether the seller has a credible reason to re-engage.

This distinction is supported by the market evidence on inclusion. RBI’s Financial Inclusion Index improved to 67.0 in March 
2025 from 64.2 a year earlier, with gains led by usage and quality. At the same time, RBI’s National Strategy for Financial 
Inclusion 2025-30 explicitly emphasises effective usage, quality, customer protection and gender-sensitive inclusion. The 
policy direction itself recognises that access is not the same as a useful, trusted customer relationship. [2]

2.5 The continuing importance of trust
Trust is not a soft afterthought in financial services. It is the customer’s willingness to act when the product is complex, the 
cost of being wrong is material and the outcome is partly uncertain. In the 2021 Findex brief, lack of trust in financial-
services firms was one of the most commonly cited reasons for account inactivity among banked adults. RBI’s 2025-26 
payments agenda also foregrounded protection from authorised-push-payment fraud, planned AI/ML risk scoring and 
customer controls such as “kill switch” exploration. In other words, the infrastructure story and the trust story are now 
inseparable. [1][3]

Leadership implication

Treat hybrid selling as a revenue-design question, not a channel question. The job is to decide which moments should be self-
serve, which should be assisted, which require a human conversation, and how the customer experience remains coherent 
between them.
Commercial bridge: Customer-Centric Sales Culture Programme.
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3. The Revenue Leakage Map: Where BFSI Sales Teams Lose Momentum
Revenue rarely disappears in one dramatic moment. It leaks through small, repeatable gaps across the journey: a lead that 
should not have been pursued, a discovery conversation that never reached the real decision, a concession used to compensate 
for weak value communication, a follow-up that repeated itself, or a manager who saw the risk only after the forecast had 
already become fragile.

The five leakage points below are not presented as a national prevalence ranking. They are the highest-value hypotheses to 
test in an organisation’s own data. A capability audit should match each one to operational evidence: CRM stage history, lead 
source, response times, recordings or interaction notes, concession logs, quote versions, policy cancellations, complaints, 
turnaround data and manager calendars.

3.1 Leakage Point 1: Poor lead qualification
The problem is not always lead volume. It is often undifferentiated attention. When every lead receives the same response 
sequence, high-potential, time-sensitive opportunities compete with low-fit, low-urgency enquiries. This creates the 
appearance of productivity while diluting the team’s best selling time.

A strong qualification standard asks whether the team knows five things: the customer situation, the decision to be made, the 
urgency or trigger, the people who shape the decision, and the next verifiable step. Missing information is not a reason to 
reject a lead automatically. It is a reason not to forecast it as a genuine opportunity yet.

3.2 Leakage Point 2: Weak discovery
Weak discovery is where feature-led selling begins. The seller explains a policy, loan, investment, payment product or service 
package before understanding the customer’s context. The result is a generic proposal. Generic proposals invite generic 
comparison, and generic comparison returns the conversation to price.

A practical 4W2H discovery framework for BFSI conversations is set out below. It is designed to move from product interest 
to decision understanding.

A PRACTICAL DEFINITION

Revenue leakage is the avoidable loss of decision momentum, margin, customer quality or renewal potential 
caused by weaknesses in how opportunities are prioritised, understood, progressed, negotiated, served and 
coached.

Visible symptom What may be happening 
underneath Evidence to inspect First corrective move

Fast response, slow progression The first contact is treated as 
success even when fit, urgency and 
decision access are unclear.

Lead-to-qualified-opportunity 
conversion by source, product, 
owner and response window.

Define a qualification minimum 
before a lead enters forecastable 
pipeline.

High proposal volume, low decision 
rate

Proposals are being used as 
discovery documents.

Proposals sent before decision 
criteria, timing or stakeholders were 
recorded.

Require a documented decision map 
before proposal release.

Star reps appear “lucky” Top performers may be filtering 
more rigorously, not merely 
working harder.

Compare portfolio mix, stage 
ageing and close rates by rep.

Teach prioritisation explicitly; do 
not copy only their language.
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This is consistent with a large body of sales research showing that customer orientation and adaptive selling are associated 
with better outcomes. The relevant lesson is not that sellers should be endlessly agreeable. It is that they must adapt the 
conversation to the customer’s situation while retaining enough structure to guide a decision. [6][7]

3.3 Leakage Point 3: Discount dependency
Discounting is sometimes economically rational. A customer may have a real budget constraint, a credible competing offer or 
a strategic reason to seek commercial flexibility. The error is treating all discount requests as price problems. In many cases, a 
request for a waiver, lower rate or better deal is a signal that one of four things remains unclear: fit, risk, quality of service, or 
the cost of delay.

The sales leader’s task is to distinguish concession as strategy from concession as substitution. Strategy occurs when the 
organisation deliberately trades a controlled amount of margin for a defined lifetime-value, acquisition, retention or portfolio 
objective. Substitution occurs when the concession replaces weak discovery, unclear value or a lack of next-step control.

3.4 Leakage Point 4: Follow-up without progression
The most common low-value follow-up is the polite but empty check-in: “Just checking in,” “Any update?” or “Let me know 
if you need anything.” These messages protect the seller from feeling intrusive, but they give the customer no new basis for 
action. A productive follow-up changes the decision environment. It clarifies a risk, provides a relevant proof point, resolves 
an objection, makes a comparison easier, introduces a stakeholder, offers a safe next step or establishes a decision date.

Question What it reveals Example of a useful follow-up

Who is affected by this decision? The real customer, stakeholder map, user, payer, 
influencer and risk owner.

“Whose confidence would need to increase 
before this can move ahead?”

What outcome are they trying to protect or 
create?

The customer’s desired result, not the requested 
feature.

“What would a good outcome look like six 
months after you make this choice?”

When does a decision need to be made, and what 
changed?

Urgency, trigger event and opportunity cost of 
delay.

“What has made this important now rather than 
later?”

Why is the current approach insufficient? Pain, risk, distrust, inconvenience or missed 
opportunity.

“What is most frustrating or risky about doing 
nothing?”

How will the decision be evaluated? Criteria, comparison logic, suitability, process 
and evidence required.

“What would you need to see to feel comfortable 
choosing one option?”

How much is at stake? Financial impact, risk exposure, switching cost, 
time and emotional weight.

“What would it cost - financially or operationally 
- if this remains unresolved?”

Question before approving a concession Why it matters

What customer outcome is the concession protecting? Stops price from becoming an automatic response.

Which alternative is the customer comparing us with, and on what criteria? Separates a real competitive issue from a vague “better price” request.

Has the team quantified service, suitability, turnaround, risk reduction or 
relationship value?

Tests whether value has been made visible.

At what sales stage is the concession requested? Early-stage discounting frequently signals weak discovery or premature 
proposal sharing.

Will the same concession be defensible for similar customers? Prevents unmanaged precedent and inconsistent governance.
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Follow-up should be judged by whether it creates a verifiable movement: a meeting, an additional stakeholder, a decision 
criterion, a document received, a comparison completed, a risk resolved, a commitment date or a clear disqualification. 
Anything else may maintain contact, but it should not be counted as progress.

3.5 Leakage Point 5: Managers reviewing numbers, not coaching behaviour
Sales managers are usually evaluated on the number, so they default to the number. The result is predictable: target review, 
forecast escalation, deal chasing, rapid approvals and month-end firefighting. The gap is not that managers do not care. It is 
that the operating model gives them insufficient protected time, evidence and skill to coach the conversation quality behind 
the number.

The most important shift is from asking “What will close?” to asking “What has to become true for this customer to decide?” 
That one question moves the manager from pressure to diagnosis. It makes the deal review a learning event rather than a 
ritual of optimism or blame.

Self-assessment: five signs of a capability gap

Your team may have a sales capability gap when: (1) pipeline volume rises but qualified conversion does not; (2) proposals are 
sent before customer criteria are clear; (3) concessions cluster late in the month; (4) managers spend more time on forecast status 
than customer conversation quality; and (5) the middle of the team remains inconsistent while top performers carry the number.
Commercial bridge: Sales Team Capability Audit.
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4. The Frontline Productivity Paradox: Why Busy Teams Still Fail to 
Convert

This distinction matters because modern BFSI teams can generate an enormous amount of digital exhaust: calls logged, leads 
contacted, WhatsApp messages sent, meetings attended, proposals issued, CRM fields updated and app journeys completed. 
These activities are visible. Their relationship to revenue is often less visible. A team can be highly active and still fail to 
move the right customers to a decision.

4.1 From activity counts to decision-movement metrics

The point is not to abolish activity metrics. They remain useful for capacity planning and discipline. The point is to stop 
treating them as outcome proxies. Every activity measure should have a paired progression measure. Calls made without 
next-step quality become noise. Proposals sent without decision mapping become content distribution. CRM compliance 
without evidence quality becomes administrative theatre.

4.2 A “busy but unproductive” frontline scenario
A relationship manager has contacted 64 leads this week, completed 19 conversations, sent 11 proposals and updated every 
record. On the dashboard, the activity is excellent. But a closer review shows that only five leads have a documented trigger, 
three have a verified decision maker, two have agreed evaluation criteria, and one has a next decision date. The team does not 
have 11 live opportunities. It has one early opportunity and ten expensive unknowns.

CORE THESIS

Activity is not productivity. Productivity is decision movement.

Traditional activity metric Why it is incomplete Decision-movement metric What it measures

Calls made A call can end without a new 
customer commitment.

Clear-next-step rate Share of meaningful interactions 
ending with a named next step, 
owner and date.

Leads contacted Contact does not equal fit or 
urgency.

Qualified-opportunity rate Share of new leads meeting the 
organisation’s definition of a 
credible opportunity.

Meetings completed Meetings can repeat information 
without advancing a decision.

Stakeholder progression rate Share of opportunities where the 
relevant decision maker, user or risk 
owner is engaged.

Proposals shared A proposal can be a generic 
information pack.

Proposal-to-decision ratio How often a proposal results in a 
decision - yes, no or a defined next 
gate - within an agreed cycle.

Follow-ups sent Repeated nudges can create 
customer fatigue.

Follow-up-to-conversion rate Which follow-up types create a next 
step or decision, by product and 
stage.

CRM updates Data freshness does not prove deal 
quality.

Forecast-evidence completeness Whether the forecast has evidence: 
trigger, criteria, stakeholder, next 
step and risk.
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The correct intervention is not “make more calls”. It is to rebuild the priority list. Identify the leads with a credible decision, 
prepare a sharper discovery conversation, agree the next stage before a proposal is sent and disqualify respectfully where no 
decision exists. That will often reduce reported activity in the short term while increasing the quality of the pipeline.

4.3 A manager checklist for hidden productivity problems
• Do most open opportunities have a customer-owned next step, not merely a seller-owned reminder?
• Can the seller state the customer’s decision criteria in the customer’s language?
• Is the forecast supported by evidence, or by the seller’s confidence?
• Are proposals being sent before the decision process is understood?
• Are late-stage concessions concentrated in particular products, managers, segments or source channels?
• Does the team know which follow-up messages create movement and which create silence?
• Are the strongest sellers winning because they have more leads, better filtering or better discovery?

4.4 The weekly sales rhythm

Moment Manager focus Evidence required Outcome

Monday: prioritisation Which opportunities deserve scarce 
selling time this week?

Trigger, fit, urgency, stakeholder 
and next step.

A ranked portfolio and a short “must 
move” list.

Midweek: deal diagnosis What is still unknown in the 
highest-value opportunities?

Customer criteria, risk, objections, 
value proof and decision process.

A specific customer-facing action, 
not a generic follow-up.

Friday: learning and forecast 
confidence

What moved, what stalled and what 
did the team learn?

Decision outcomes, stage changes, 
concessions, lost-deal reasons.

Cleaner forecast and coaching 
priorities for next week.

Commercial bridge: Frontline Productivity Improvement Journey

For organisations that need stronger prioritisation, sales rhythm, discovery, follow-up discipline, CRM evidence quality and 
manager coaching. The objective is not to drive more activity. It is to make selling time more commercially valuable.
Start by baselining decision movement, not calls.
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5. AI, Trust and the New Sales Advantage

AI deserves a central place in the future of BFSI sales, but not as a generic productivity claim. The practical question is 
whether it improves the quality of judgement before, during and after a customer interaction. In financial services, a second 
question is equally important: can the organisation use it without degrading consent, accuracy, fairness, confidentiality or 
customer trust?

5.1 What changed from 2021-2026
AI has moved from a specialist analytical capability to an accessible workflow layer. In the Indian payments system, RBI has 
already positioned AI and machine learning as part of its Digital Payment Intelligence Platform agenda for risk scoring. This 
is not a sales tool, but it is evidence that the financial-services operating environment is becoming more AI-assisted and more 
risk-aware at the same time. [1]

Outside India-specific regulation, original technical case studies demonstrate the practical direction of travel. Microsoft 
researchers reported a real-time question-answering system integrated into a seller workflow to retrieve relevant content 
during customer interactions. Separately, an AI coaching study in contact centres showed how call analysis can identify 
coachable interactions for managers. These are proof-of-feasibility examples, not proof that Indian BFSI revenue will rise 
automatically. They do, however, show why preparation, information retrieval and coaching are likely to be the earliest high-
value AI domains. [9][10]

5.2 The AI productivity trap
The lowest-value AI use cases tend to optimise outputs that customers do not value: generic outreach at scale, templated 
“personalisation”, more CRM notes without better interpretation, proposals built before discovery, and faster follow-ups with 
no new reason for action. Noise with better formatting is still noise.

CORE THESIS

AI will not make weak sales thinking stronger. It will scale weak sales thinking faster.

Low-value AI pattern Why it fails Better alternative

Mass email or WhatsApp generation It treats relevance as a language problem rather 
than a customer-understanding problem.

Use AI to create a research brief and then write a 
specific outreach point anchored in a verified 
trigger.

Automatic meeting summaries only It documents the conversation without changing 
the next action.

Convert summaries into a structured decision 
record: criteria, risk, stakeholder, commitment 
and action.

AI-generated proposals before discovery It accelerates generic content and locks the seller 
into a feature-led conversation.

Use AI after discovery to tailor a value map, 
objection preparation and stakeholder-specific 
evidence.

AI scoring without human review Models can confuse correlation, historic bias and 
current customer reality.

Use human review for opportunity prioritisation, 
suitability and any customer-facing 
recommendation.

AI role-play used as a manager substitute Practice is valuable; judgement, context and 
career coaching remain human work.

Use role-play for repetition, then have managers 
coach the most important behavioural patterns.
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5.3 High-value AI use cases for frontline sales

5.4 The 2031 view
By 2031, the competitive question will not be whether a team uses AI. Most teams will use some form of it. The more 
consequential question will be whether the team combines AI with customer empathy, ethical discipline, data confidence, 
sales capability and manager coaching. The better team will not necessarily generate more content. It will make better 
decisions about where to spend attention and how to help the customer decide.

This is why trust becomes more valuable as AI scales. The more automated the outer layer of a sales system becomes, the 
more customers will notice whether the human interaction is informed, accountable, transparent and genuinely useful.

Use case What AI can do What the human must own Control needed

Customer and account research Summarise public signals, prior 
interactions and relevant product 
information.

Decide what is genuinely relevant 
and appropriate to discuss.

Source traceability; approved data 
only.

Discovery preparation Generate hypotheses and sharper 
questions based on known context.

Listen, adapt and avoid treating a 
hypothesis as fact.

Question quality review.

Opportunity prioritisation Surface stale deals, missing data, 
similar win patterns or follow-up 
risk.

Make the commercial call; validate 
context with the customer.

Explainable criteria and manager 
override.

Objection mapping Create a structured set of likely 
objections and evidence options.

Use judgement; do not turn 
objections into scripts that ignore 
suitability.

Approved claims library.

Post-call reflection Summarise decisions, gaps and next 
steps; identify potential coaching 
moments.

Own the follow-up, relationship and 
escalation.

Secure recording/transcript 
governance.

Manager coaching support Find calls or notes where a 
behaviour pattern appears 
repeatedly.

Coach, calibrate, recognise context 
and develop the person.

Human coach remains accountable.

Commercial bridge: AI-Enabled Frontline Productivity Training

Train teams to use AI for research, preparation, opportunity prioritisation, call reflection and manager coaching without losing the 
human trust that drives conversion. Begin with a narrow workflow, clear data boundaries and a measurable quality outcome.
Do not launch AI as “more outreach”. Launch it as better preparation and better judgement.
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6. The 2031 Sales Manager: From Target Reviewer to Revenue Coach
The frontline manager is the most under-used lever in revenue transformation because they sit at the intersection of 
commercial data, customer reality and daily behaviour. A central team can design a framework; a manager makes it real or 
renders it ceremonial. This is especially important in BFSI, where product complexity, suitability, service dependencies and 
compliance obligations make “closing harder” an inadequate leadership strategy.

6.1 The old role and the emerging role

6.2 The manager’s coaching agenda
A revenue coach does not need to be in every customer conversation. They need to make the right few conversations better. 
That requires a coaching agenda that is small enough to repeat and specific enough to observe. The most effective questions 
are behavioural and customer-centred:

• What do we know about the customer’s decision, and what are we assuming?
• What would make the proposal feel more specific to this customer’s reality?
• Which person or criterion is missing from the decision map?
• What new information or action will make the next follow-up useful?
• What is the customer likely to say if we ask them to decide now?
• What would we need to change before a concession becomes commercially sensible?

Old role: target reviewer Emerging role: revenue coach

Reviews target attainment and activity. Diagnoses where the opportunity is weak before it becomes a forecast 
problem.

Escalates gaps and asks for closure dates. Improves discovery, stakeholder mapping, value communication and next-
step clarity.

Tracks CRM completion. Tests whether CRM evidence is sufficient to support the stage and forecast.

Approves concessions reactively. Separates strategic commercial flexibility from rescue discounting.

Relies on top performers to deliver. Builds the middle of the team through repeatable coaching and deliberate 
practice.

Handles customer escalation after damage occurs. Uses customer feedback and service data to prevent avoidable trust erosion 
earlier.
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6.3 The weekly revenue-coaching rhythm

The manager’s scorecard should therefore include, alongside commercial outcomes, a small number of leading indicators: 
decision-movement quality, forecast-evidence completeness, coaching coverage, concession discipline, stage ageing and the 
development of the middle of the team. These measures should never become another burden of reporting. They are intended 
to replace lower-value reporting with better judgement.

Day / cadence Minimum practice Manager question Evidence of quality

Monday Prioritise the highest-value 
opportunities and identify the one 
unknown that could derail each.

“Why is this a real opportunity this 
week?”

A short written decision map, not 
just a forecast stage.

Midweek Review one real conversation, call 
note or proposal from each rep over 
a rotating schedule.

“Where did we move too quickly 
into product explanation?”

One observable skill to repeat in the 
next interaction.

Friday Compare predicted and actual 
movement; review a win, loss and 
stall.

“What changed the customer’s 
decision?”

A usable learning insight entered 
into team practice.

Monthly Calibrate concessions, loss reasons 
and service feedback by manager 
and segment.

“Where is margin or trust leaking 
repeatedly?”

A targeted experiment, owner and 
measure.

Commercial bridge: Sales Leadership and Revenue Coaching Journey

For managers who need to move from reviewing numbers to changing the behaviours that create numbers. The programme 
should build deal diagnosis, discovery coaching, value communication, prioritisation, AI-supported reflection and forecast 
confidence.
The unit of change is the manager’s weekly rhythm.
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7. The Trust Advantage: Why Human Sales Capability Will Matter More, 
Not Less

Financial decisions remain emotionally loaded because the customer is rarely buying only a product. They may be trying to 
buy safety, control, continuity, protection, progress, dignity or freedom from future regret. The product is important, but the 
customer’s willingness to act depends on whether they feel they understand what is being offered, why it fits, what could go 
wrong and what support will exist afterwards.

This is consistent with the commitment-trust tradition in relationship marketing: trust reduces perceived uncertainty and helps 
sustain relationships where outcomes unfold over time. In BFSI, that logic is not abstract. It is visible in the Findex finding 
that lack of trust is a reason for account inactivity and in the policy emphasis on fraud protection, grievance redressal, 
responsible access and customer control. [3][8]

7.1 The four behaviours that create commercial trust

7.2 Serve first, sell second
“Serve first, sell second” is not a plea for softer sales. It is a standard for commercial usefulness. It means the salesperson 
begins by improving the customer’s understanding of their own decision. When the customer can see the risk of inaction, the 
criteria for a good choice and the consequences of choosing poorly, the sales conversation has created value before a 
transaction occurs.

This changes the position of service from a post-sale function to a commercial advantage. In a sector where customers 
remember claims, turnaround time, digital safety, resolution and follow-through, service evidence should be part of value 
communication before the sale. A good seller does not hide complexity. They make it navigable.

7.3 When price is a disadvantage, reframe value
The lesson from category examples such as Tanishq’s long-running emphasis on gold purity and trust is not that BFSI should 
borrow jewellery advertising. It is that a customer will pay attention to a price difference when the seller has made quality, 
safety and long-term value visible. In insurance, lending or investment, the equivalent value may be suitability, process 
transparency, claims or service performance, speed with reliability, advice quality, risk management or ongoing relationship 
access.

CORE THESIS

In BFSI, the future of sales is not digital versus human. It is digitally enabled, trust-led selling.

Behaviour What the customer experiences Commercial effect

Clarity Plain language, honest trade-offs, transparent 
cost and a clear next step.

Less confusion and fewer price-only 
comparisons.

Suitability The seller shows they understand the customer’s 
real need, constraints and risk.

Better quality conversion and lower future 
disappointment.

Continuity The organisation follows through across channels 
and after the sale.

Stronger retention, referrals and cross-sell 
credibility.

Accountability The seller owns uncertainty, explains what they 
do not know and resolves issues responsibly.

Confidence when the decision is complex or 
high-stakes.
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The reframe must be truthful. “Premium” language without proof creates scepticism. The organisation needs evidence the 
seller can use: an explanation of process, clear turnaround commitments, service measures, transparent documentation, 
credible customer stories where permitted, product suitability tools and escalation clarity.

Commercial bridge: Customer-Centric Sales Culture Programme

Help teams build trust, understand customer needs more deeply, explain value clearly, make service part of the commercial 
conversation and reduce dependence on price-led selling.
The strategic test: would the customer still understand why to choose us if the discount disappeared?
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8. Inclusive Revenue Growth: Why Women’s Progression Is a Business 
Issue
The case for women’s progression in BFSI sales should not be confined to a separate DEI conversation. Revenue systems are 
built through access: access to high-quality leads, client exposure, stretch opportunities, sponsorship, manager attention, safe 
mobility, fair credit for wins and pathways back after a career break. When access is informal, opaque or dependent on being 
“always available”, organisations lose talent and weaken their future leadership bench.

The current financial-inclusion evidence makes the point from the customer side as well. India eliminated the gender gap in 
account ownership by 2021, but the World Bank found a 13-percentage-point gap in the use of digital payments between men 
and women. Financial confidence, phone access and independent usage remained uneven. This is a reminder that access on 
paper is not the same as confident participation in practice. [3]

8.1 What inclusive revenue systems do differently

8.2 The link to performance
The report does not claim that gender diversity automatically causes sales growth in every situation. The commercial 
argument is more direct: revenue organisations perform more reliably when they do not waste capable people through 
avoidable exclusion, opaque opportunities or weak management. Better coaching, fairer allocation, clearer progression and 
stronger sponsorship improve the operating system for everyone, while removing barriers that disproportionately affect 
women.

The 2031 revenue team should therefore be designed around capability and contribution, not around informal access to the 
“right” clients, managers or hours. That is a retention strategy, a leadership pipeline strategy and a commercial resilience 
strategy.

System choice Why it matters commercially Practical action

Transparent opportunity allocation Prevents a small informal network from 
receiving the best leads, relationships and high-
visibility accounts.

Review lead and account allocation by segment, 
potential and progression.

Manager coaching coverage Ensures development is not reserved for assertive 
self-advocates or star performers.

Track coaching interactions, not only 
participation in formal training.

Visible sponsorship Makes stretch work, client exposure and 
leadership readiness less dependent on informal 
access.

Build sponsorship expectations into manager and 
leader routines.

Return and re-entry pathways Protects institutional knowledge and reduces the 
cost of losing trained talent.

Create structured re-entry, re-skilling and book-
of-business rebuilding support.

Field and client-environment safety A sales role cannot be sustainable if safety, travel 
or late-hour norms are ignored.

Build predictable safety, travel and escalation 
practices into operating design.

Commercial bridge: DEI-Aligned Revenue and Leadership Programmes

For organisations seeking to strengthen women’s retention, career progression, leadership readiness and business contribution 
while improving the manager systems that shape opportunity and performance.
The goal is not a separate women’s initiative. It is a fairer, stronger revenue system.
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9. 2026-2031 Outlook: Three Scenarios for BFSI Revenue Teams
The following scenarios are not forecasts. They are operating choices. Most organisations will show elements of all three, but 
their predominant model will determine whether technology becomes a leverage point or an amplifier of existing weaknesses.

Scenario 1: The target-pressure team

Scenario 2: The digitised but underskilled team

Scenario 3: The AI-enabled, trust-led revenue team

The strategic choice
The difference between the second and third scenario is not the software. It is the operating discipline around it. The AI-
enabled, trust-led team knows when to automate, when to bring a human into the moment, what evidence supports a forecast, 
what a concession is buying and how a manager can improve customer conversations in real time.

By 2031, that discipline will matter more because the low-value tasks of sales will be easier to automate. The remaining 
human work - listening, diagnosing, handling ambiguity, explaining trade-offs, protecting trust and coaching judgement - will 
become more commercially valuable.

Characteristics Likely outcome Early warning signals

More activity, more target pressure, more 
reporting, more late-stage escalation and more 
concessions.

Short-term pushes, uneven conversion, burnout, 
star-performer dependence and price-led 
behaviour.

Pipeline volume rises while stage ageing, 
concessions and forecast variance worsen.

Characteristics Likely outcome Early warning signals

More tools, automation, dashboards, AI-assisted 
outreach and cleaner CRM records, but limited 
improvement in discovery or customer 
understanding.

Faster activity, more messages, customer fatigue 
and uneven conversion.

High tool adoption but weak next-step quality, 
generic proposal content and stalled 
opportunities.

Characteristics Likely outcome Early warning signals if it slips

Better qualification, disciplined discovery, AI-
assisted preparation, customer-led value 
communication, weekly manager coaching and 
fairer talent pipelines.

Higher-quality conversion, stronger forecast 
confidence, lower unnecessary concessions, 
better trust and more sustainable growth.

AI use begins to outpace evidence, consent, 
manager oversight or customer relevance.
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10. The 90-Day Action Agenda for Sales Leaders
A sales reset should not begin with a broad training calendar. It should begin with diagnosis. The following 90-day plan 
converts the report into a practical sequence for a bank, insurer, NBFC, fintech or sales-led financial-services organisation. It 
is designed to create visible improvement without pretending that complex capability change is complete in one quarter.

Days 1-30: Diagnose

Days 31-60: Build capability
1. Define the organisation’s qualification minimum and ensure CRM fields support it rather than create unnecessary 

administration.

2. Train sellers and managers on customer discovery using the 4W2H framework and live deal practice.

3. Replace generic proposal habits with a value map: customer outcome, risk, proof, service promise and next decision.

4. Introduce decision-movement metrics alongside activity metrics, beginning with clear-next-step rate and stage ageing.

5. Launch a manager coaching cadence: one deal diagnosis, one real interaction review and one learning review per week.

6. Select one controlled AI workflow - customer research, call reflection or opportunity prioritisation - and define data, human-
review and quality boundaries.

Workstream Actions Evidence to collect Leadership decision

Conversion stages Map the current journey from lead 
to activation, renewal or first value 
event.

Stage definitions, conversion, 
ageing, losses and re-entry loops.

Which stages are real; which are 
reporting labels?

Discount / concession pattern Review concessions by product, 
stage, manager, source and stated 
reason.

Rate waivers, price reductions, 
exceptions, approvals and margin 
impact.

Where is commercial flexibility 
strategic, and where is it 
compensating for weak value 
communication?

Lead prioritisation Compare high-performing and 
average performers on portfolio mix 
and response patterns.

Source, fit, urgency, contacts, 
qualification and time spent.

What should enter a forecastable 
opportunity?

Follow-up quality Sample messages, calls and notes 
from live and lost opportunities.

Reasons for contact, customer 
response, next step and decision 
outcome.

Which follow-up patterns create 
movement?

Manager coaching Observe a sample of pipeline 
reviews and one-to-ones.

Manager time use, questions, 
evidence checks and skill feedback.

What must change in the weekly 
rhythm?
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Days 61-90: Embed discipline

Practice to embed What good looks like after 90 days Metric or evidence

Weekly sales rhythm Priorities are based on customer decision 
evidence, not simply stage or seller confidence.

Decision maps and clean “must move” lists.

Concession governance Managers can explain the commercial logic of 
each material exception.

Concession reason codes and stage distribution.

Manager coaching Coaching is visible in calendars and in the 
quality of opportunities, not just in training 
attendance.

Coaching coverage; behaviour patterns; repeat 
issues.

AI use A small number of use cases improve preparation 
or diagnosis without unsafe automation.

Quality sample, user feedback, audit log and 
exception review.

Business review Capability is discussed as part of revenue 
management, not as a separate HR topic.

Leading indicators paired with financial 
outcomes.

THE LEADERSHIP TEST

At the end of 90 days, a leadership team should be able to answer five questions: Where is revenue leaking? 
Why is conversion inconsistent? Where is discount dependency coming from? What makes frontline time more 
productive? And what must managers coach differently next week?

Final CTA: Start with a Sales Team Capability Audit

A structured diagnostic for banks, BFSI organisations and sales-led businesses seeking to identify where revenue is leaking, why 
conversion is inconsistent, where discount dependency is coming from, how frontline productivity can improve, what managers 
need to coach differently and which capabilities matter most for 2026-2031.
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THE SALES REVENUE 
LEAKAGE CHECKLIST
A 15-question self-check for BFSI and sales-led revenue teams

0 = rarely true  |  1 = partly / inconsistently true  |  2 = consistently true

1. Lead qualification

2. Discovery and customer understanding

3. Value communication and discount dependency

4. Follow-up and decision movement

Use this tool as a triage, not a benchmark. Low scores show where to investigate first. Validate them with CRM stage data, concessions, customer interactions, 
service outcomes and manager-coaching evidence.

Diagnostic statement Score

We can clearly distinguish a high-potential, urgent lead from a low-fit or low-urgency 
enquiry.

0   1   2

A lead does not enter forecastable pipeline unless the customer situation, decision, 
urgency, stakeholder and next step are understood.

0   1   2

We know which lead sources, segments and response patterns produce the strongest 
qualified movement.

0   1   2

Diagnostic statement Score

Our sellers consistently uncover the customer outcome, current concern, trigger, decision 
criteria and cost of delay.

0   1   2

Proposals are tailored to a documented customer decision rather than used to discover the 
customer’s need.

0   1   2

Managers regularly coach discovery quality using real conversations, not only product 
knowledge tests.

0   1   2

Diagnostic statement Score

The team can explain our value beyond price: suitability, service, risk reduction, speed 
with reliability or relationship value.

0   1   2

Every material concession has a stated commercial rationale, stage, reason and approval 
trail.

0   1   2

We can identify whether discounting is strategic or compensating for poor discovery and 
unclear value.

0   1   2

Diagnostic statement Score

Our follow-ups give the customer a new reason to act rather than simply asking for an 
update.

0   1   2

Open opportunities have a clear customer-owned next step, named owner and decision 
date.

0   1   2

We know which follow-up actions create meetings, stakeholder movement, decisions or 
respectful disqualification.

0   1   2
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5. Manager coaching and sales rhy

Diagnostic statement Score

Managers use weekly pipeline reviews to diagnose customer decisions, not only to 
request status updates.

0   1   2

Each rep receives regular behaviour-based coaching alongside target and forecast 
conversations.

0   1   2

We pair activity metrics with decision-movement, stage-ageing, forecast-evidence and 
coaching-coverage metrics.

0   1   2
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Score your result

Five red flags worth acting on immediately
• Proposals are routinely sent before the customer’s decision criteria are known.
• The team can report activity but cannot show a credible next step for its largest opportunities.
• Concessions increase near month-end without a clear strategic reason.
• Managers know the forecast but cannot describe the customer conversation behind it.
• AI or automation is generating more messages without evidence of improved relevance or conversion.

Total score What it suggests What to do next

0-10 Revenue leakage is likely to be systemic, not isolated. Start with a structured Sales Team Capability Audit. Focus 
first on qualification, discovery and manager rhythm.

11-20 Some sound practices exist, but execution is inconsistent. Identify the two lowest-scoring leakage points and test 
them against pipeline, concession and call data.

21-26 The sales system is reasonably disciplined but may have 
specific weak spots.

Calibrate manager coaching and decision-movement 
metrics; investigate variation by team, product or channel.

27-30 The operating model is strong on paper. Validate the score with customer, service, retention and 
profitability outcomes; avoid complacency.

Request a Sales Team Capability Audit
A structured diagnostic for organisations seeking to identify where revenue is leaking, why conversion is inconsistent, where discount dependency originates, how 
frontline productivity can improve and what managers need to coach differently.
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Source Notes and References
All sources were accessed or verified for this edition by 1 July 2026. Links are provided through the source titles. The report 
uses a mixture of official primary sources, established academic research, reputable reporting on live policy developments 
and original technical case studies. The evidence notes below explain the role of each source rather than implying that every 
source supports every recommendation.

[1] Reserve Bank of India (2026). Annual Report 2025-26, Chapter IX: Payment and Settlement Systems and Information 
Technology.

Use in this report: Primary source for FY 2023-24 to FY 2025-26 payment volumes, UPI share, RBI digital-payment user/merchant survey, payment safety 
initiatives and AI/ML risk-scoring agenda.

[2] Reserve Bank of India (2026). Annual Report 2025-26, Chapter IV: Credit Delivery and Financial Inclusion.

Use in this report: Primary source for Financial Inclusion Index progress, EDDPE coverage, customer-protection and usage/quality orientation in the NSFI 
2025-30.

[3] World Bank (2023). The Global Findex Database 2021: India Country Brief.

Use in this report: Primary demand-side evidence for 2021 account ownership, digital-payment use, inactivity, gender gap in use, financial confidence and 
trust barriers.

[4] World Bank (2025). The Global Findex Database 2025.

Use in this report: Context on the current global demand-side financial inclusion dataset and Digital Connectivity Tracker.

[5] Reuters (3 July 2026). India insurance regulator plans overhaul of commission rules to curb mis-selling, sources say.

Use in this report: Used only as a time-sensitive signal of reported IRDAI policy consultation; it is not treated as enacted regulation.

[6] Franke, G. R. and Park, J.-E. (2006). Salesperson Adaptive Selling Behavior and Customer Orientation: A Meta-Analysis. 
Journal of Marketing Research, 43(4), 693-702.

Use in this report: Academic source supporting the use of adaptive selling and customer orientation as durable sales-performance mechanisms.

[7] Verbeke, W., Dietz, B. and Verwaal, E. (2011). Drivers of Sales Performance: A Contemporary Meta-Analysis. Have 
Salespeople Become Knowledge Brokers? Journal of the Academy of Marketing Science, 39, 407-428.

Use in this report: Academic source informing the capability emphasis on knowledge, adaptive behaviour and customer problem solving.

[8] Morgan, R. M. and Hunt, S. D. (1994). The Commitment-Trust Theory of Relationship Marketing. Journal of Marketing, 
58(3), 20-38.

Use in this report: Foundational relationship-marketing source for the trust mechanism used in the trust-led sales chapter.

[9] Singh, M. et al. (2024). A Case Study of Generative AI in MSX Sales Copilot: Improving Seller Productivity with a Real-
Time Question-Answering System for Content Recommendation.

Use in this report: Original technical case study used as evidence of workflow feasibility for real-time seller content retrieval. It is not a BFSI or India 
revenue benchmark.

[10] Laskar, M. T. R. et al. (2023). AI Coach Assist: An Automated Approach for Call Recommendation in Contact Centers 
for Agent Coaching.

Use in this report: Original technical study used as evidence that AI can surface coachable interactions for human managers. It does not establish a general 
sales-performance effect.

Research limitations
This report is a desk-research publication. It does not test the causal impact of specific training programmes, AI tools or 
manager interventions in Indian BFSI organisations. It should therefore be used to frame priorities and design a local 
diagnostic, not to make unqualified p  the frameworks should validate 
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them against its own product mix, risk obligations, customer segments, channel model, cycle length and data-quality 
constraints.
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