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Agentic Al & The Future of NBFC Operations

By Kadel Labs — Builders of UltraBanker, India’s NBFC Digital Workforce Platform
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. Executive Summary

NBFCs have made rapid progress in digitizing customer applications, document uploads, and system interfaces. But
the actual work that runs an NBFC — KYC verification, bank-statement analysis, income assessment, policy checks,

documentation, compliance validation, disbursement control, and collections — still depends on people.

Existing systems—LOS/LMS platforms, OCR tools, bureau integrations, RPA bots, and dashboards—collect data but do
not execute operations. They cannot interpret policy, reconcile inconsistencies, or make deterministic decisions the

way human analysts do.

Across mid-market NBFCs, this gap is visible in everyday metrics:

Underwriting TAT 6-48 hours

KYC OCR failure 8-15% on non-standard images

25-40 minutes

Manual ops time per file

Fl report inconsistency: 30-40% across field agents

15-25% due to delayed interventions

Collections leakage

ANANANAAS

The result: Operational bottlenecks, inconsistent decisioning, high dependency on analyst skill, and constant

compliance risk.
Thisis not a tooling problem. It is an architectural problem.
NBFCs lack a true execution layer — a system that can:

Read and understand documents

Interpret and enforce NBFC policies reliably

Reconcile GST, bank statements, bureau data, and Fl reports
Detect anomalies and exceptions early

Update LOS/LMS systems automatically

Generate full audit-ready decision trails

VvV V. V V VYV V VY

Complete end-to-end operational workflows without manual intervention
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Agentic Al introduces this execution layer.

Unlike conventional Al that predicts scores or extracts fields, agentic systems behave like digital employees: they read,
reason, take actions, enforce policy, escalate exceptions, and document every step with regulatory-grade

transparency.
This whitepaper outlines:

How agentic Al automates 60-80% of NBFC operational workflows
What architecture is required for safe adoption

How to align with RBI KYC Master Direction, Fair Practices Code, and Digital Lending Guidelines

YV V V V¥V

How NBFCs can transition to a scalable, digital workforce operating model

With a digital workforce, NBFCs shift from people-dependent execution to policy-perfect execution.

2. The NBFC Automation Gap

NBFC leaders already recognize that automation gaps exist—but the mechanics of the gap matter, because that is

where agentic Al fits.

2.1. Tools Have Improved — Work Has Not
Over the last decade, NBFCs adopted LOS/LMS systems, OCR, RPA, bureau integrations, and analytics dashboards.
But the operational reality remains the same:

» Analysts manually read 6-12 months of bank statements

GST vs bank turnover mismatches are reconciled by hand

» Analysts write rejection reason codes manually

» Flreports require human cross-verification

» Collections teams still operate reactively, not proactively

» Software digitized data. Humans still execute the work.
e .
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2.2. Real-World Failure Modes

These are not edge cases—they are daily friction points inside NBFC operations.

Underwriting A 6-page bank statement contains inconsistent narration formats.

Delay The analyst identifies three EMI patterns hidden under different merchant codes.

Outcome: FOIR miscalculated - file escalated » TAT +24 hours.

KYC Drop-off A low-light Aadhaar image triggers an OCR DOB mismatch.
Selfie match produces “medium confidence.”

Outcome: Customer asked to re-upload » 22% journey drop-off.

Fl Report Two Fl agents report different business vintage numbers for the same merchant.

Variability Analyst must reconcile over calls and update LOS.

Outcome: Disbursement delayed unnecessarily.

2.3. Why Traditional Al Fails

Traditional predictive Al can:

>

>

>

Extract fields
Classify documents

Generate summaries

But it cannot:

>

>

>

Apply FOIR and credit policy deterministically
Reconcile GST, bank statements, bureau, and Fl data
Decide eligibility

Understand or classify exceptions

Generate audit-grade artifacts

Take actions inside LOS/LMS

Escalate based on operational context

Behave consistently across identical cases
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capable of reasoning, deciding, acting, and documenting with consistency.

3. What Agentic Al Actually Is

Most NBFC teams associate Al with scoring models, OCR extraction, or process automation.

ese are execution tasks, not prediction tasks. Agentic Al solves this because itis not a tool. It is a digital employee—

Agentic Al is fundamentally different. It behaves like a digital employee—capable of reading, reasoning, taking

actions, enforcing NBFC policies, and documenting its decisions with the consistency of software and the judgment of

an experienced analyst. Agentic Al does not assist human operations; it executes operational work.

3.1. Human vs Predictive Al vs Agentic Al

Capability Predictive = Agentic
Al Al
Reads & interprets documents v v (partial) Vv (full)
Applies NBFC policy v X v
Reconciles data sources (GST, bank, bureau, v X v
FI)
Executes workflows end-to-end v X v
Uses tools & APIs v X v
Handles exceptions v X v
Deterministic decisions Medium Low High
Generates audit trails Medium X High

The difference is not intelligence. The difference is agency—the ability to decide and act, not just analyze.

3.2. Deterministic Behavior (Why It Matters)

When NBFC decisions depend on human interpretation, outcomes vary based on analyst experience, workload, and

subjective judgment. Agentic Al eliminates that variability.
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o identical cases will always produce the same:

This determinism is what makes agentic systems suitable for regulated NBFC operations. It provides the consistency

required for RBI audits, compliance governance, and portfolio stability.

4. Requirements for Enterprise-Grade Agentic Al

For agentic Al to operate safely inside regulated NBFC workflows, three requirements are non-negotiable. These

define whether the system is merely “Al-enabled” or truly enterprise-ready.

4.1. Deterministic Execution
NBFC decisions must be reproducible. An agentic system must produce the same outcome for the same inputs, every

time—regardless of load, context, or case volume.

N | | IR

« Two identical files may receive different * Decision hash
outcomes *Execution log
*Auditors cannot validate system decisions *Policy version ID

*Policy deviations become invisible

Determinism is the foundation of audit and compliance safety.

4.2, Policy Grounding & Cross-Source Consistency

Agentic Al must execute NBFC policy exactly as written—not as interpreted.

This includes:

i,
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ust also reconcile conflicting information across:

Example:

Bank turnover ¥12L vs GST ¥9.5L » agent must justify, align, or escalate.

Policy grounding + reconciliation = credit integrity.

4.3. Governance, Auditability & Security

Agentic systems must operate within NBFC governance and RBI-aligned controls:
» Full decision trail (calculations, policy checks, tool calls, checksums)
» Human-triggered escalation only for genuine exceptions
» Pl masking and least-privilege access
» LOS/LMS role-scoped permissions
» VPC or on-prem execution when required

This satisfies RBI KYC Master Direction, Fair Practices Code, and Digital Lending guidelines for data handling and

transparency.
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. Agentic Al Architecture for NBFCs

Agentic Al is not a single model. It is a multi-layer execution architecture, designed to operate NBFC workflows with
the consistency, policy alignment, and auditability required in regulated financial environments. Each layer plays a

distinct role, and together they form a digital workforce capable of completing operational work end-to-end.

5.1. Layer 1 — Digital Workforce (Agent Layer)

Specialized digital employees execute NBFC operational tasks with defined boundaries and domain-specific logic.

Validates identity, documents, address consistency, and
risk flags per RBI KYC Master Direction

Interprets cashflow patterns, identifies obligations,
detects hidden EMIs, and flags anomalies.

Estimates income stability, reconciles GST, and
normalizes financial inputs.

Applies credit policy deterministically, computes FOIR,
evaluates eligibility, and generates reason codes.

Validates agreements, KYC files, and supporting
documents for completeness and compliance.

Checks pre-disbursement conditions, mandates, and DMS
readiness before controlled execution.

Segments customers, predicts delinquency risk, and
triggers personalized nudges.

Reconstructs decisions, applies policy versioning, and
generates audit-ready evidence.

These agents form the execution layer of the NBFC.

i,
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. Layer 2 — Orchestration Layer

The orchestration layer is the operational brain that coordinates all digital employees.
It manages:

» Workflow sequencing using DAG-based orchestration

» State tracking and fault recovery

» SLA monitoring and time-bound execution

» Exception routing and controlled human hand-off

This layer ensures predictable, deterministic workflow execution end-to-end.

5.3. Layer 3 — Knowledge Layer
This layer stores the verified information the digital workforce relies on, ensuring decisions are grounded in NBFC-

approved knowledge, not model inference.

* Credit and compliance policies * Structured policy objects
* Product programs * Vector-indexed knowledge entries
* Risk guidelines * Tagged and versioned information units

« Historical decisions and case context
* Operational metadata

This layer ensures consistent interpretation and eliminates ambiguity.

5.4. Layer 4 — Policy Engine

The policy engine converts NBFC rules into machine-executable logic.
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icies are stored in a deterministic DSL (Domain-Specific Language), ensuring zero improvisation and perfect

reproducibility.

5.5. Layer 5 — Tooling & Integration Layer

This layer enables agents to take action inside NBFC systems using controlled, secure integrations.

Agents interact through scoped permission tokens, ensuring least-privilege access and system-level safety.

Connects to:

5.6. Layer 6 — Monitoring & Governance Layer

This layer provides regulatory-grade observability, ensuring safe, compliant operation.

*Policy versioning *Decision ledgers

* Exception patterns *Audit reports
*Anomalies and drift *Compliance artifacts
*Tool/API failures *Anomaly logs

*Suspicious or inconsistent agent behavior
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6. High-Impact NBFC Use Cases

Agentic Al delivers maximum value in workflows where NBFCs experience high volume, high variability, and high
dependency on human interpretation. The following use cases demonstrate how digital employees transform day-to-

day operations.

6.1. Digital Underwriter

Executes the complete underwriting decision flow by:
» Interpreting bank statements and cashflow patterns

Detecting explicit and hidden obligations

Y

Reconciling GST, bureau, Fl, and LOS data

A\

Applying product and credit policy with deterministic logic

Y

Generating eligibility outcomes, deviations, and reason codes

Impact:

Underwriting workload reduces by 60-80%, with human review required only for genuine exceptions.

6.2. Digital KYC Officer

Performs identity and document verification aligned with RBI KYC Master Direction through:
» PAN/Aadhaar extraction and validation
» Face match and liveness checks
» Fraud pattern and tampering detection
» Address and identity consistency checks
» Automated documentation of compliant deviations

Impact:

KYC accuracy increases consistently while eliminating manual subjectivity in verification.

6.3. Digital Collections Risk Analyst

Improves repayment outcomes through:

» Early DPD risk prediction
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» Segmentation based on behavioral indicators
» Personalized engagement strategies
» Prioritization of broken promises and high-risk buckets

Impact:

Collections leakage decreases by 30-50% through timely, targeted interventions.

6.4. Digital Audit & Compliance Officer

Ensures end-to-end transparency by:
» Reconstructing decisions with full policy context
» Validating rule application and deviations
» Flagging irregular approvals or operational inconsistencies
» Generating audit-ready evidence packets

Impact:

Compliance becomes continuous and automated, reducing audit preparation time dramatically.

7. Governance, Risk & Compliance Framework

Adigital workforce inside lending must operate under strict governance and regulatory guardrails. The GRC

framework for agentic Al consists of three pillars:
7.1. Governance
» Versioned policies and rule application
» Consistent decision logic with deterministic outputs
» Dual-control for policy changes
» Documented human overrides
7.2. Risk Management

» Exception monitoring
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» Anomaly detection and drift alerts
» Controlled escalation pathways
» Resilience to data or tool failures
7.3. Compliance
Aligned with:
» RBIKYC Master Direction
» Fair Practices Code
» Digital Lending Guidelines
» Data Privacy and Storage Norms
» Internal Credit Policy Controls
Mechanisms include:
» Audit logs with complete decision transcripts
» Restricted Pll access with least-privilege permissions
» Continuous monitoring of approvals, deviations, and exceptions

This ensures safe, controlled operation within regulatory boundaries.

8. ROl & Business Value Framework

Agentic execution delivers measurable value within weeks because it replaces manual interpretation with

deterministic workflow completion.

‘ Function Before Agent After Agent ‘
Underwriting SLA 6-48 hrs 5-20 mins
KYC Accuracy 85-90% 97-99%
Ops Effort per File High 60-80% reduction
Error Rates Frequent Rare
Collections Leakage High 40-60% reduction
Audit Readiness Manual Instant
(@) KadelLabs @VYLTRABANKER Al




hy ROl emerges in 8-12 weeks:
The digital workforce removes the biggest operational bottleneck—human execution—allowing NBFCs to scale

volumes without scaling headcount while improving consistency and compliance.

9. The Future: NBFCs Will Become Digital
Workforces

NBFC operating models are shifting from human-dependent execution to software-driven execution. Three structural

transitions are inevitable:
1. Human teams become exception handlers, not processors.
2. Loanjourneys compress from days to minutes through deterministic automation.
3. Compliance becomes continuous, embedded directly inside workflows.
NBFCs that adopt agentic systems early will gain:
» Lower cost per loan
» Improved asset quality
» Faster customer journeys
» Stronger compliance posture
» Scalability without proportional hiring

The competitive gap between early adopters and laggards will widen rapidly.

10. Conclusion

Agentic Al is not just the next feature in NBFC operations—it is the next operating system. Just as industries that
adopted automation early became category leaders, NBFCs now stand at a similar inflection point. The advantage will
not go to those who simply add more tools, but to those who redesign their operating model around intelligent,

policy-driven execution.The future NBFC will not be defined by larger teams—it will be powered by a digital

workforce.
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This is exactly where UltraBanker (Powered by Kadel Labs) becomes transformative. UltraBanker is India’s first
digital workforce platform for NBFCs, built with 50+ domain-trained agentic Al employees spanning the entire lending
lifecycle. Unlike tools that automate isolated tasks, UltraBanker automates execution—delivering underwriting, KYC,
operations, disbursement, collections, and compliance with precision, audit-readiness, and complete policy

alignment.

Our mission is simple yet powerful: To enable NBFCs to operate with a digital workforce that runs 24/7—driving

scale, transparency, and uncompromised compliance.

11. Contact Us

Email: contact@ultrabanker.ai
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