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FOREWORD 
 

 

I am pleased to introduce this special edition of the Journal at this critical time in the evolution of the global 
Financial Services. Projective Group is at the forefront of how AI is being developed and applied in our 
industry. Today we see a wide range of approaches and maturity, but all share a common and high level 
of interest and engagement. The setting up of AI within organisations and the guard rails required are 
lynchpint to success. What Samantha, Nadia and Bill have set out provides a foundation which I look for-
ward to discussing further with leaders across the industry. 

Toby Pearson  

Global Practice Lead, Data and AI 
Board Director of ProjectiveGroup 

 

 

 

 

“The UK has built one of the world’s great financial services ecosystems by constantly rein-
venting itself. As AI reshapes markets, institutions and the way we work, standing still is 
simply not an option. This timely and thought-provoking paper challenges us to think dif-
ferently about resilience not only in terms of capital and regulation, but in the diversity of 
people, ideas and perspectives that make our system stronger. The prize is significant: a 
financial sector that is more innovative, more inclusive and better equipped to compete on 
the global stage. This is an important contribution to that debate, and one I warmly wel-
come.” 

Sir Ron Kalifa 

Former Non-Executive Director and Senior Independent Director, Bank of England 
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ABSTRACT 

The UK is at a pivotal, disruptive point in the economic cycle, with early signals that 
precipitate decline. We propose that addressing structural issues in Financial Ser-
vices related to equity in talent, tooling, and funding can reverse this systemic risk 
and boost both resilience and the achievement of wider policy objectives as we 
step into the AI-era. 
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1. The Sector  
Resilience  
Hypothesis 
Policymakers and regulators have a num-
ber of desired outcomes for financial ser-
vices. First and foremost, the government 
has explicitly framed sector regulation 
and reform to drive competitiveness and 
growth and, in doing so, seeks to end the 
UK’s curse of stagnant productivity (FCA, 
2023; HM Treasury, 2026). They demand a 
resilient, risk-managed sector and have 
looked to bolster both regulation and pe-
rimeter to ensure its stability (Bank of 
England, 2022; FCA, 2025; HM Govern-
ment, 2026). Finally, the industry needs to 
deliver for its customers, creating in-
creased financial inclusion and wellbeing 
for UK citizens (HM Government, 2025). 

We argue that paradigm shifts in the sec-
tor around AI, digital assets, and quantum 
will drive substantial change in sector 
capital inputs (human, machine, invest-
ment) and, in the near term, materially in-
crease sector risk. That these shifts are oc-
curring at a time of mild downcycle slow-
down (OECD, 2026) coupled with a re-ori-
enting of the domestic and international 
political landscapes further heightens the 
sector’s risk profile. 

Whilst consideration has been given to 
aspects of the current state of play, holis-
tic consideration has been lacking, which 
this work provides. The assessment is 
clear: diversity of thought is our greatest 

strategic mitigant during this phase and 
action is needed now to ensure that the 
industry does not end up culturally and 
structurally unable to deliver against out-
comes. 

Whilst the shifts are occurring at a mac-
roeconomic level, the focus on financial 
services is quite deliberate. Commonly 
described as the ‘jewel in the crown’ of 
the UK economy (HM Government, 2024), 
its health is akin to a leading indicator of 
wider performance at turning points in 
the cycle; getting it right here will offer 
sustainability for the UK as a whole. Its 
proximity to power and assets means it 
has amplified and codified a lot of the cul-
tural norms and systemic practices that 
sit at the heart of what DEI action looks to 
solve, and it remains a stubbornly poorer 
performer across a number of outcomes 
(Bridge Group, 2024; House of Commons 
Library, 2025). 

The ripple effect of any bias in outcomes 
is material, given that its banking, credit, 
and financing decisions unlock activity in 
the economy as a whole—from who gets 
an account to who gets funded. The 
2007/08 financial crisis highlighted it as 
‘the sector that can bring down all others’, 
which means its stability is paramount. 
That the causal evidence pointed directly 
to behaviours and practices drives serious 
consideration of the current backslide, 
described anecdotally. 

 

  



PROJECTIVE GROUP INSTITUTE · JOURNAL OF FINANCIAL SERVICES · EDITION 3 · SEPTEMBER 2026 

4 

 

 

 

2. Current State  
Part 1: Systemic Risk, 
Technological Disrup-
tion 
Context is key as we face into this next 
phase. The UK, like many economies, is at 
a disruptive point in the cycle where sev-
eral unrelated factors are culminating to 
create a unique set of conditions that 
need to be carefully managed. 

Heightened Sectoral Risk 
 and the Lessons of 2008 

The financial services industry has seen 
an increasing pace of change since the 
2007/08 crash, which has shown little 
sign of abating.  

 

From initial recovery and remediation ac-
tivities under a tightened regulatory 
framework to the advent of fintech and 
the resulting increased competition, do-
ing more with fewer resources in less 
time has become the new norm. 

The 2008 global financial crisis was heav-
ily driven by cognitive monoculture, with 
groups of similarly trained, demograph-
ically homogenous individuals on trading 
desks and risk committees validating the 
same flawed assumptions using the 
same quantitative models (House of 
Commons Treasury Committee, 2010). 
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Tone from the top normalised this group-
think (UK Parliament, 2013, 2014) and, 
combined with a fear of reprisals, resulted 
in those who were able to challenge be-
ing ignored or unwilling to do so. The 
global thematics identified as drivers of 
the crisis in the Walker Review (2009) and 
Turner Review (Financial Services Author-
ity, 2009) are eerily familiar at a headline 
level: ‘macro trends meet financial inno-
vation’ and ‘global finance without a 
global government’. Despite the prescrip-
tions of the extensive reviews of the time, 
there is strong evidence from numerous 
reports that the systemic change called 
for has not been achieved. 

While the Office for National Statistics 
(ONS) notes that macro-level labour mar-
ket participation numbers have stabilised 
following sampling updates, high volatil-
ity and non-response bias continue to 
limit the reliability of data within granular, 
industry-specific subsets of the Labour 
Force Survey and, as such, we consider 
them unofficial statistics (ONS, 2026a, 
2026b). Despite these reservations and 
bearing in mind the unreliability of recent 
survey evidence, some numbers are re-
produced below, focusing on Sector K 
(Banking and Insurance) in the Annual 
Population Survey and the Labour Force 
Survey. What we can see from these 
numbers is: 

→ A long-term decline in the overall 
employment of women in the sec-
tor over the last 20 or more years. 
Various commentators attribute 
this to the reduction in general ad-
ministrative roles in the industry, a 
‘doubling down’ on inequality in 
non-administrative roles. 
 

 

→ Sector-specific unemployment (last 
employed in sector K) figures where 
ethnically diverse individuals re-
main over-represented compared 
to their white counterparts. 

To build on this data and to accurately 
map the resulting structural barriers 
within the UK financial services architec-
ture, we therefore turn to analysis of some 
of the hard administrative data supplied 
by institutional disclosures and sectoral 
regulatory reviews. 

The HM Treasury Women in Finance 
Charter Annual Review reveals a persis-
tent plateau at the decision-making apex: 
average female representation in senior 
leadership across signatory firms stands 
at just 37%, with a notable 31% of tracked 
financial institutions experiencing net de-
clines in senior diversity over the preced-
ing annual cycle (HM Treasury, 2025). This 
structural stagnation is further illumi-
nated by major corporate disclosures. 
Firm-wide demographics from systemic 
institutions such as HSBC UK confirm 
that the sector's talent deficit is funda-
mentally a pathology of career progres-
sion rather than initial recruitment; while 
women occupy a clear 65% majority of 
junior-tier operational pathways, their 
presence collapses to 33% at the senior 
executive level (HSBC, 2025). 
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Although statistics from the Annual Pop-
ulation Survey (ONS, 2026c) show Black 
employees made up 3.7% of the finance, 
insurance, and professional services 
workforce in 2024, they represent fewer 
than 1% of senior leadership roles across 
the sector, with some analyses putting 
Black representation in Senior Manager 
positions within the FTSE 100 at 1.3%, and 
even worse at 0.5% in senior investment 
banking positions (Black Talent Charter, 
2024; Parker Review, 2026). This asym-
metric attrition proves that the industry's 
pipeline does not suffer from an input fail-
ure, but rather that its internal promotion 
mechanisms steadily filter out diversity of 
thought long before talent reaches the 
governance rooms where macropruden-
tial risks are evaluated. 

Looking at labour market statistics for 
disability (Department for Work and Pen-
sions, 2025) also highlights a long-stand-
ing concern, showing no signs of 

improvement and potentially even going 
into reverse. Nationwide, the disability 
rate in the working-age population has 
been steadily increasing in the last dec-
ade, which in turn has been echoed in an 
increase in the rate of employment 
amongst those with disabilities. If we look 
specifically at the financial services indus-
try (Sector K in official statistics), we see 
that disabled people have consistently 
made up a smaller proportion of the 
workforce than the ‘All Sector’ total. 
Whilst the proportion of disabled em-
ployees is growing, so is the gap with the 
All Sector total. 
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Whilst the first-order impacts across any 
underrepresented group are borne out in 
the statistics, the second-order impacts 
touch on what firms are able to design 
and deliver for their increasingly diverse 
consumer base. A striking example of this 
is the estimated £70bn lost each year 
through inaccessible physical and digital 
payment systems (AlixPartners and Pro-
ject Nemo, 2025). This figure was calcu-
lated by Project Nemo: a grassroots 
group taking matters into their own 
hands to secure financial inclusion for the 
disabled community. They promote an 
ethos of 'nothing about us, without us', 
highlighting the community’s continued 
absence in the sector’s decision-making 
and the blindness to lost value. Latest es-
timates show the missed opportunity 
clearly: the ‘Purple Pound’ has now 
reached £446bn (up from £274bn in 
2023) (Purple, 2025). 

Another instance of structural inequity 
can be found in the capital funding gap. 
The reality is that a mere 2p of every £1 of 
venture capital goes to all-female found-
ing teams. Even more shocking is that 
Black female founders have secured a 
statistically negligible 0.02% of total UK 
venture investments over a ten-year hori-
zon. Compared to the demographic and 
talent base, this represents a misalloca-
tion of capital and provides evidence sug-
gestive of severe cognitive bias (Extend 
Ventures, 2020; Investing in Women 
Code, 2026).  

More widely than these well-researched 
and documented examples, we see per-
sistent product and service gaps: a litany 
of Western-centric approaches to money 
management, overlooked value in sub-
communities, and VCs who back away 
from what they see as ‘social enterprise’. 
Those at the intersections fare worse as 
both consumers and employees of the 
sector. 
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HMT’s financial inclusion strategy (HM 
Government, 2025) aims to address this 
for consumers, but the recent Treasury 
Committee report on the strategy (UK 
Parliament, 2026) flags empirical and 
structural considerations in line with our 
hypothesis, specifically: 

1. A need to have greater data on the 
scale and causes of financial exclu-
sion—to ensure indisputable visibility 
of the issue and evidence of subse-
quent impact. 

2. The requirement to ensure impacted 
groups have a voice through design 
and delivery, ‘particularly where in-
dustry voice may exert significant in-
fluence’—to counter groupthink and 
ensure the relevance of solutions. 

The sector exhibits persistently inade-
quate progress on diversity, equity, and 
inclusion, which stymies diversity of 
thought as a mitigant to sector risk and 
limits its ability to serve all consumers ef-
fectively ceteris paribus. Considering the 
changing dynamics and increased risk 
profile elaborated in this paper, it begins 
to look like a structural weakness the UK 
can ill afford to ignore. 

Women in Banking and Finance UK 
(2026) summarises it clearly: 

“The next phase requires urgency. This is 
no longer just about fairness or represen-
tation. It is about competitiveness, resili-
ence and long-term performance in an 
increasingly complex and fast-moving 
environment. Diversity of thought is not 
an optional extra; it is a fundamental part 
of how organisations adapt and succeed.” 

 

Lessons from History: Outcomes of the 
First Industrial Revolution 

Today, paradigm shifts occurring in the 
foundations of the sector have seen mar-
ket players, central bankers, and regula-
tors facing existential challenges and fun-
damental questions that will materially 
shape the future of the sector. Digital as-
sets have required studious consideration 
of what can be considered money, which 
layers of the sector sit on- versus off-chain 
whilst maintaining interoperability, 
where in new value chains to play, and 
how monetary policy continues to func-
tion in a multi-moneyverse. Quantum 
computing promises to alter these dy-
namics even further as the bedrocks of 
the sector—safety and resilience—face a 
new operating reality. 

Many academics say the world has en-
tered the Fourth Industrial Revolution 
(4IR) (Schwab, 2016). At an economy level, 
we argue that the impact of artificial in-
telligence for society will be far greater 
than that of electrification in the 1880s or 
the beginnings of digitalisation a hun-
dred years later in the 1980s. 

Instead, we see greater parallels with the 
First Industrial Revolution (1IR) of the 18th 
Century, which had its beginnings in Brit-
ain (Polanyi, 1944). Here, we moved from 
agrarian and craft-based economies to 
machine-driven manufacturing. It is this 
same machine-driven manufacturing 
that AI brings in a digital format, materi-
ally shifting the means of production and 
causing immense upheaval for the work-
ing class. 
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Glossing over this historical upheaval risks 
missing a key lesson from history that 
shows how technological advancement 
drove not just economic, but also social 
reorganisation. Try asking anyone about 
the major inventions of the 1IR; you will no 
doubt hear talk of the 'Spinning Jenny' or 
the steam engine. What you are unlikely 
to hear in response is the word 'house-
wife,' and yet, when pieced together, the 
evidence confirms that the invention of 
the housewife was a strategic tool to 
manage the unintended consequences 
of industrialisation (Boydston, 1990). 

Before industrialisation, working-class 
women contributed to economically pro-
ductive activities supporting subsistence 
needs or market sales in and around the 
home. Mechanisation shifted production 
to factories and dramatically increased 
productivity per worker, effectively lower-
ing demand in the labour market. Policy 
action and social engineering removed 
women from the paid labour market to 
artificially reduce the labour supply, sus-
taining male wages and maintaining so-
cial order by keeping a large population 
economically dependent. The 'separate 
spheres' ideology reframed women as so-
cial problems and outliers if they sought 
factory work; they were economic actors 
being systematically pushed out of a re-
configured economy. Note also that the 
oft-romanticised ‘solidarity’ movements 
that began the UK’s labour protection in-
frastructure were heavily gendered (Strik-
ing Women, n.d.); they sought to safe-
guard the new status quo rather than 
support the underrepresented or ex-
cluded, with women barred from many 
unions and the first Trades Union Con-
gress equal pay resolution framed as a 
mitigant to the impact on men of work 
diverting to ‘cheaper labour’. 

There are echoes of ‘separate spheres’ 
thinking in the competency penalty 
women face should they choose to use 
today's new technology, AI, in their em-
ployment (Forbes, 2026a). This is added to 
more concerning parallels: women facing 
growing exclusion, notably at key life 
stages (early career, maternity, and men-
opause), as the perceived and real job 
market implications start to surface in the 
transition to an AI-enabled economy (HR 
News, 2026; Pregnant Then Screwed, 
2026; PwC, 2026). The City of London Un-
tapped Digital Talent report (2026) notes 
that roles in financial services dispropor-
tionately held by women are most at risk 
from AI—estimating 425,000 job losses by 
2035 without consistent upskilling and 
reskilling efforts. The routine rejection of 
women at vulnerable points in the career 
lifecycle is neglectful at best, opportunis-
tic at worst, and typical of the experiences 
of underrepresented groups as a whole. 

The AI Escalation: Machine Capital  
and Algorithmic Monoculture 

Considered alone, each paradigm shift 
presents an isolated structural challenge. 
Whether digital assets, quantum compu-
ting, or AI, their convergence indicates 
that system-level, economy-wide shocks 
will become standard features of the 
macroeconomic cycle rather than histor-
ical anomalies. 

For over 15 years, fintech has striven to de-
liver greater access and choice. AI has the 
opportunity to supercharge this, with the 
potential for every citizen and SME to be 
supported by Financial Advisor-as-a-Ser-
vice style tools and a universal uplift in fi-
nancial literacy, resilience, and wellbeing. 
However, alongside this potential come 
risks that require systemic mitigation. 
Untended, the structural vectors of 
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technological displacement follow a pre-
dictable pathology: the drive to maintain 
power and control during material work-
force shifts systematically pushes un-
derrepresented groups to experience 
compounding impacts first and most 
heavily. As identified in the Financial Con-
duct Authority's landmark Mills Review 
(Mills, 2026), artificial intelligence acts as 
an accelerant for these dynamics, threat-
ening to scale and compound historical 
human monoculture exponentially by 
concentrating the entire industry's risk 
management engines into a highly re-
stricted cluster of third-party algorithmic 
frameworks. 

The diagnostic data in the review warns 
that as retail financial services transition 
away from human-led, episodic activity 
toward delegated, continuous, and au-
tonomous architectures, the market-
place develops an acute, unpriced con-
centration risk. When individual institu-
tions, independent of one another, opti-
mise their risk, credit, and compliance 
portfolios using identical, consolidated 
third-party foundation models, they elim-
inate localised cognitive friction. This 
technical homogeneity creates an inter-
connected, tightly coupled ecosystem 
vulnerable to synchronised, automated 
'black swan' failures, systemic depend-
ency on critical infrastructure providers, 
and amplified algorithmic bias. A ‘con-
sumer standard of caution’ now under-
pins payments fraud liability given the 
heavy debate on the role individuals 
themselves ought to play in minimising 
harm; in an agentic landscape, the entire 
sector needs to ensure AI increases liter-
acy and engagement for its customers ra-
ther than reducing their agency. 

The rise of artificial intelligence in the 
workplace is compounding, rather than 

resolving, long-standing patterns of ex-
clusion. Women, in particular, face a dou-
ble bind: they are criticised for adopting 
AI tools too slowly, yet judged as incom-
petent when they do. AI is both creating 
new forms of bias and accelerating and 
amplifying the inequities that women 
and minority groups have long faced, giv-
ing deep-rooted discrimination a faster, 
more visible outlet (Forbes 2026c, United 
Nations News, 2026). 

The use of AI tooling in recruitment has 
grown enormously over the past few 
years, with an estimated 87% of firms now 
deploying AI at some stage of their hiring 
process. While these tools are intended to 
save time, increase efficiency, and sup-
port the search for the right candidate, 
there are numerous well-documented 
cases of quite the opposite effect. Con-
cern remains widespread over candi-
dates being unfairly disqualified from the 
process, with racial bias and systemic dis-
crimination to blame (Stanford HAI, 
2024). AI systems trained on historical hu-
man behaviour inherit the biases embed-
ded within that data. Rather than correct-
ing for these patterns, automated deci-
sion-making has, in many cases, baked 
them in—exacerbating a problem that is 
now being tested through the courts, 
which may bring a close to the use of un-
regulated AI in human capital decision-
ing (SHRM, 2026). 

The erosion of entry-level roles com-
pounds this further. The use of AI in daily 
jobs has displaced junior positions. Sensa-
tionalist headlines stoke fear among a 
highly educated job-seeking population, 
and advancement increasingly favours 
those with existing networks and refer-
rals—an advantage unevenly distributed 
across gender and background. Mean-
while, extended retirement ages and the 
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increasing demands of effective over-
sight, including AI, suggest room for 
older, more experienced workers; yet, in 
practice, diversity of thought, opinion, 
and experience is often undervalued. 

As we go on to discuss, with fewer roles 
available and more candidates compet-
ing for them, hiring managers perceive 
greater choice, and their appetite for 
training, potential, or candidates who do 
not mirror their own profile has dimin-
ished accordingly (Arruda, 2026). Rising 
investment in automation has intensified 
scrutiny of every hire's cost and return. 
The result is a paradox: at the moment 
talent needs the chance to prove itself, or-
ganisations are least willing to invest in it. 
Mayor of London Sadiq Khan (2026) 
rightly challenged this emerging dy-
namic: ‘AI's impact on jobs is not fixed. 
Whether it widens inequality or expands 
opportunity depends on the decisions we 
take today.’ 

The Modern Gilded Cage:  
Synthesizing Historical Devaluation 
and Algorithmic Monoculture 

This structural intersection of automated 
intelligence and human labour demands 
a distinct diagnosis. We have seen how 
Boydston’s (1990) "pastoralisation" analy-
sis identified the reframing of domestic 
labour into a non-economic labour of 
love, masking its financial value and strip-
ping its workers of economic authority. As 
the financial sector reconfigures its 
means of production around machine 
capital, macroprudential indicators reveal 
early warning signs of an echo of 
Boydston in a modern institutional 
'Gilded Cage'. Central bank oversight 
tracks this modern pastoralisation 
through key indicators: the reallocation of 
capital expenditure away from human 

oversight toward automated infrastruc-
ture, growing market concentration in 
third-party AI suppliers, and the erosion of 
real-time override authority retained by 
human risk officers (Bank of England, 
FCA, and PRA, 2024). 

Under this pathology, critical human, re-
lational, and risk-mitigation roles appear 
insulated from immediate machine dis-
placement. However, just as Boydston 
described, these functions are simultane-
ously reframed as non-productive sup-
port tasks and stripped of corporate sta-
tus. The algorithm becomes the highly 
leveraged, high-status engine of the en-
terprise. Meanwhile, essential human la-
bour, such as contextual reasoning, em-
pathy, and ethical compliance mediation, 
is fenced off into a marginalized custodial 
tier. 

The structural risk of this architecture is 
severe. It systematically separates cogni-
tive diversity and human friction from the 
governance rooms where algorithmic 
risk is evaluated. Excluding human over-
sight from core decision-making loops in-
creases systemic fragility, allowing invisi-
ble 'black swan' risks to propagate un-
checked across interconnected financial 
markets (Bank of England, FCA, and PRA, 
2024). Firms that succeed will avoid this 
trap; instead, they will leverage human-
led governance layers as a core strategic 
advantage. 
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Part 2: Narrative Eco-
nomics & Qualitative 
Data 
The Methodological  
Validity of Sentiment Data 

Quantitative macroprudential indicators 
frequently fail to capture systemic vulner-
abilities in real time because they record 
economic outcomes rather than the be-
haviours precipitating them. This is espe-
cially true for lagging employment capi-
tal tallies or retrospective payroll audits. 
To understand the early vectors of struc-
tural decline within the UK financial ser-
vices architecture, analysis must incorpo-
rate what Nobel Laureate Robert J. Shiller 
defines as Narrative Economics: the sys-
tematic study of qualitative, word-of-
mouth testimonies that actively shape 
human behaviour and alter the course of 
economic events (Shiller, 2017). 

When industry participants consistently 
describe an erosion of psychological 
safety, structural exclusion, or the en-
forcement of risk-monocultures, these 
accounts are not merely isolated anec-
dotes; they represent what organisational 
sociology classifies as a pluralistic narra-
tive evidence base. In accordance with 
Shiller's framework, tracking the conta-
gion of these shared workplace narratives 
allows researchers to identify micro-level 
behavioural shifts, such as talent self-se-
lection out of critical operational pipe-
lines, long before they manifest as quan-
tifiable macroeconomic shocks. 

The Qualitative Evidence Base 

The research spanning more than 650 
recorded executive conversations over 
more than five years, detailed below, 

must therefore be understood as a rigor-
ous, qualitative diagnostic of the sector's 
operational stability. Data from 600 epi-
sodes of FinTech's DEI Discussions (Ed-
wards-Dashti, 2019–2026), featuring de-
tailed testimony from leaders across en-
terprise financial institutions and technol-
ogy firms (including Checkout.com, Ac-
centure, Janus Henderson, Zopa, Scotia-
bank, FIS, Instinet, and Partners Capital), 
establishes a consistent, empirically sig-
nificant taxonomy of the sector's leader-
ship slump and its aggregate economic 
consequences. 

Analysis of this extensive narrative corpus 
demonstrates that the operational met-
rics of inclusion are being systematically 
subverted: 

→ Structural Exclusion over Strategic 
Priority: The gap between rhetorical 
alignment and execution remains 
vast. Workplace data indicates that in-
clusion sits as an isolated administra-
tive mandate within human re-
sources rather than a core boardroom 
and risk management priority, oper-
ating as a cosmetic metric rather than 
an active driver of business resilience. 
Contrary decisions are comfortably la-
belled ‘just business’ and accepted as 
isolated events. 
 

→ The Retention Disparity vs. Pipeline 
Focus: While corporate interventions 
focus heavily on entry-level pipeline 
recruitment, qualitative data demon-
strates that the structural failure oc-
curs at the retention, retraining, and 
equitable promotion interfaces. Be-
yond short-term retention challenges, 
long-term workforce data reveals a 
severe cumulative attrition problem 
across the digital ecosystem. Re-
search by Akamai Technologies (2025) 
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found that 55% of women exit tech 
roles within five years, escalating to 
87% leaving the technology industry 
entirely within a decade (see also 
McDonald, 2024). Rather than early-
career pipeline failures, this systemic 
exodus is driven primarily by work-
place environment and governance 
factors: 52% of departing professionals 
report a lack of cultural belonging, 
while 40% cite an absence of gender 
diversity in executive leadership (Aka-
mai Technologies, 2025). Hiring di-
verse talent into organisational struc-
tures characterised by high conform-
ity and zero psychological safety 
amounts to diversity theatre rather 
than a sustainable talent asset strat-
egy. The support mechanisms in-
tended to address this imbalance (tar-
gets and quotas) often undermine 
their own premise when imple-
mented without genuine under-
standing of their purpose (The Persis-
tent, 2026). Where individuals are not 
meaningfully backed to progress and 
develop, short tenures become al-
most inevitable. Many are pushed out 
by colleagues who never understood 
the value of diverse thinking, experi-
ence, and background, and who, feel-
ing threatened by it, withhold the 
support required for that diversity to 
succeed. 
 

→ The Return-to-Office Mandate Para-
dox: Redefining leadership is para-
mount during periods of rapid macro-
economic and technological change. 
Over 75% of surveyed fintech execu-
tives emphasise that operational resil-
ience relies on real psychological 
safety, leadership curiosity, and empa-
thetic management models. How-
ever, the industry's widespread 

enforcement of rigid four-or five-day 
office mandates runs directly counter 
to these insights. Recent empirical 
data confirms that contractual work-
place flexibility acts as a direct struc-
tural intervention, with work-from-
home provisions offsetting approxi-
mately 77% of post-partum earnings 
losses and career progression penal-
ties typically incurred by birthing 
mothers (Basso et al., 2025). Mandat-
ing a rigid physical presence structur-
ally penalises the exact talent pools re-
quired to drive long-term economic 
recovery. Parental leave is a further 
point of friction: fathers are often 
faced with subtle pushback or even 
outright scorn when raising requests 
(HR Magazine, 2026), even though the 
UK has the least generous provisions 
for non-birthing partners in Europe: 
just two weeks, against an EU-wide 
average statutary provision of more 
than eleven weeks longer. As Elliott 
Rae's Parenting Out Loud (2023) pro-
ject has shown, few fathers feel able to 
be open about their caring responsi-
bilities at work, and shared parental 
leave has failed as policy, with take-up 
sitting at around 4–5% of eligible cou-
ples nationally. Without workplace 
cultures that normalise male caregiv-
ing, the burden of care, and the pen-
alties attached to it, continue to fall 
disproportionately on birthing 
women in heterosexual relationships. 
It is worth noting also the resulting 
imbalance and discord these sus-
tained pressures can create between 
parents and childfree colleagues 
when, ultimately, the work remains 
(BBC, 2021). 
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→ The Self-Selection Compound and 
Belief Gaps: The primary bottleneck 
preventing demographic diversity in 
leadership is not a capability deficit, 
but an institutionally manufactured 
belief gap. Talent self-selection out of 
critical operational pipelines is directly 
accelerated by how the industry ar-
chitecturally projects itself, who it cen-
tres, and the specific professional nar-
ratives it legitimises. When gender 
pay gaps persist or grow (World Eco-
nomic Forum, 2025), the perception of 
a fair industry filled with opportunity 
wanes for those considering joining it. 
Harvard Business Review's (2026) 
landmark analysis reveals two find-
ings particularly relevant here. First, a 
significant perception gap exists be-
tween men and women, where male 
colleagues consistently believe 
women experience the workplace in 
much the same way they do. This is an 
assumption the data directly contra-
dicts. Second, the report quantifies a 
documented pattern of "prove it 
again" bias, where women are re-
quired to repeatedly demonstrate 
their competence before receiving 
the same professional recognition af-
forded to male peers at equivalent 
stages. 
 

→ The Belief-Action Lag: As artificial in-
telligence reconfigures the operations 
of the sector, more than 70% of indus-
try leaders identify that human-cen-
tric oversight skills are becoming 
more critical to insulate firms from 
systemic shocks. However, this pro-
vides false comfort in our quest to 
avoid the ‘Gilded Cage.’ While over 
80% identify targeted mentorship, 
sponsorship, and active corporate ad-
vocacy as the most consistent drivers 

of senior career progression, strategic 
action significantly lags behind intent. 
65% of executives acknowledge that 
systemic implementation of inclusive 
practices falls short of their stated be-
lief in its commercial utility. 

Macroeconomic Synchronization and 
Systematic Devaluation 

This qualitative evidence base does not 
exist in isolation; it is directly corroborated 
by global macroeconomic indicators. The 
widening of the gender pay gap across 
advanced Western economies—marking 
a distinct reversal of long-term historic 
trends—is mirrored by systemic opera-
tional biases (Bank of England, 2021). Lon-
gitudinal organisational research con-
firms that decades of ostensible progress 
on inclusion have frequently driven bias 
'underground,' masking exclusionary tac-
tics that systematically isolate un-
derrepresented professionals from vital 
strategic decision-making rooms. 

Furthermore, this structural attrition is in-
tensified by two distinct compounding 
factors: 

→ The Intersectional Disparity: Profes-
sionals sitting at multiple demo-
graphic intersections - including disa-
bled LGBTQ+ professionals, women of 
colour, working-class neurodiverse in-
dividuals, and older mothers - face an 
exponential barrier, encountering 
what operates as a triple glass ceiling 
spanning the venture capital, technol-
ogy, and corporate finance sectors. 
 

→ The 'Glue Work' Tax: Employee Re-
source Groups (ERGs), behind-the-
scenes mentoring, emotional labour, 
the connective tissue of team culture, 
and internal compliance mediation. 



PROJECTIVE GROUP INSTITUTE · JOURNAL OF FINANCIAL SERVICES · EDITION 3 · SEPTEMBER 2026 

15 

The qualitative evidence base con-
firms that this non-revenue-generat-
ing operational labour is dispropor-
tionately carried by underrepresented 
groups, and disproportionately unre-
warded. This hidden levy does more 
than create an invisible resource drain 
on the very people the industry most 
needs to retain; it serves as the precise 
operational mechanism that locks the 
sector's diverse talent inside the mod-
ern Gilded Cage. By confining un-
derrepresented demographics to 
these low-status, highly insulated cul-
tural maintenance tiers while reserv-
ing hyper-leveraged algorithmic 
desks for a demographically homoge-
nous elite, the industry systematically 
isolates diversity of thought from the 
executive rooms where macropru-
dential risks are actively evaluated. 

Ultimately, these qualitative narratives re-
veal the behavioural mechanisms driving 
the UK's financial services slump. When 
an industry systematically devalues diver-
sity of thought, enforces a corporate cul-
ture of rigid conformity, and rewards 
groupthink over healthy operational de-
bate, it degrades its own microprudential 
defence mechanisms. 

“Having junior colleagues be 
listened to and creating an in-
clusive, empowering environ-
ment helps with better risk 
management, especially for 
fintech and payments.” 

Violas Xiao, Singapore CEO, XTransfer, 
guest on FinTech’s DEI Discussions (July, 
2026) 

 

“Inclusion is an opportunity 
lever, not just a moral, social or 
equitable case of support.” 

Joel Blake OBE, Founder and CEO, GFA 
Exchange, guest on FinTech’s DEI Discus-
sions (June, 2026) 

 

Part 3: The Transatlan-
tic Transmission Risk 
and Lessons from the 
Global South 
The operational and structural vulnerabil-
ities identified within the UK financial ser-
vices architecture—including the prism 
of hard seniority cliffs and the contagion 
of exclusionary workplace narratives—do 
not exist in a vacuum. Because the UK fi-
nancial sector is structurally intertwined 
with global capital flows, its internal man-
agement cultures are sensitive to regula-
tory and political reorientations occurring 
across the transatlantic corridor. To evalu-
ate the total risk profile of the sector, our 
diagnostic must account for the wider 
perspective: firstly, how shifting legal and 
governance paradigms in the United 
States actively transmit operational and 
talent liabilities, and secondly, what mar-
ket development in the Global South can 
teach us. 

Transatlantic Concerns 

Financial services in the US exhibit similar 
representational inequities to the UK, and 
exclusionary behaviour is equally evi-
denced by grassroots initiatives like ‘Wall 
Street Discriminates’ (2026). Originally es-
tablished as an anonymous storytelling 
platform providing a voice for those 
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silenced by fear of reprisals and/or NDAs 
specifically at a single institution 
(Citigroup), as of August 2026, 377 docu-
mented accounts reveal that poor behav-
iour is widespread and increasing. 

Throughout 2025 and early 2026, corpo-
rate America experienced a pronounced 
and legally enforced reorientation of pro-
gressive programmes, characterised by 
the systematic rollback and rebranding of 
formal diversity, equity, and inclusion 
(DEI) frameworks. This shift was catalysed 
by a series of aggressive federal interven-
tions, culminating in Executive Order 
14938 (Addressing DEI Discrimination by 
Federal Contractors; Trump, 2026) and 
the subsequent National Enforcement 
Plan issued by the U.S. Equal Employ-
ment Opportunity Commission (EEOC) 
(Colvin, 2026; Freshfields, 2026; Mayer 
Brown, 2026). 

Under the mandate of EEOC Chair An-
drea Lucas, the regulatory body formally 
rescinded its previous strategic enforce-
ment plans and affirmative action guide-
lines, pivoting decisively to eliminate dis-
parate impact theories and prioritise the 
prosecution of corporate diversity pro-
grams, diverse slate policies, and demo-
graphic-tied executive compensation as 
forms of unlawful, intentional discrimina-
tion. 

While the immediate impact of these 
top-down rollbacks is frequently masked 
on corporate balance sheets by short-
term cost-reduction metrics or cyclical 
revenue surges, emerging organizational 
data indicates that these structural inter-
ventions introduce severe, unpriced oper-
ational friction. Empirical tracking com-
piled across enterprise and financial insti-
tutions executing these rollbacks reveals 
that the abrupt dismantling of inclusive 

governance frameworks acts as a direct 
accelerant for talent flight. 

Currently, 65% of surveyed enterprise pro-
fessionals report a measurable degrada-
tion in mid-tier employee retention, 
alongside a corresponding spike in local-
ized workplace grievances and internal 
compliance friction (Gartner, 2025). Not 
all departures are by choice, and there is 
evidence of demographic concentration. 
Indeed, Katica Roy (2025) writes in For-
tune about the ‘exit economy’ as the US 
job market is ‘carved up with precision’, 
with Black women ‘paying the highest 
price’ and men’s gains being ‘super-
charged’. 

 

“The data shows that we are 
reverting back to more white 
and more male workplaces, as 
people tend to hire people 
who look, think, and talk like 
them. It’s also playing out in 
the wage gap data, where the 
gender and racial wage gap 
has increased for two years in 
a row for the first time ever. 
White men’s earnings are in-
creasing, and that’s great—we 
want that. But we want that 
for everyone.” 

Jasmine Tucker, Vice President for Re-
search, National Women’s Law Center 

 

Eyes have turned to the business leaders 
overseeing this shift to ask whether 
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American sociopolitics is influencing the 
‘tone from the top’ in firms. At the World 
Economic Forum 2026 in Davos, JPMor-
gan Chase CEO Jamie Dimon was 
pressed by Zanny Minton Beddoes (Edi-
tor-in-Chief of The Economist) on 
whether a ‘climate of fear’ prevents Amer-
ican CEOs from criticizing their admin-
istration. By (uncharacteristically) avoid-
ing a direct answer, Dimon’s response 
seemed to reinforce The Economist’s 
(2025) view that corporate America is pur-
suing a "shut up, suck up, and think twice 
before standing up" strategy. 

For multinational financial institutions 
straddling London and New York, this 
regulatory divergence creates an acute 
governance paradox. By dismantling the 
formal institutional channels designed to 
capture and protect diversity of thought 
in response to U.S. political enforcement, 
firms inadvertently exacerbate the exact 
human capital vulnerabilities paralysing 
their UK operations. They trade long-term 
structural durability for immediate trans-
atlantic regulatory convenience. This cre-
ates a lagging cultural liability that strips 
institutions of their cognitive friction, 
leaving them highly exposed to auto-
mated bias, unchecked groupthink, and 
synchronised operational shocks. 

Organisational theorists recognise that 
the professional landscape is shaped, 
constrained, and impacted by the na-
tional culture within which it exists. Hof-
stede (1991, 2011) likens national culture to 
a deeply rooted 'software of the mind', 
and Trompenaars and Hampden-Turner 
(1997, 2012) assert that company culture 
cannot override local realities. We accept 
that national culture remains dominant 
over corporate culture; however, we con-
sider cross-border transmission risk to be 
significantly higher now than in recent 

history. To understand why, we must ex-
amine key shifts in the UK that have nar-
rowed the gap in socio-cultural accepta-
bility, rendering transplanted practices 
less likely to face scrutiny when moved 
across borders. 

The UK has experienced significant polit-
ical polarisation and cultural drift toward 
ideological extremes, accompanied by a 
record high in perceived societal division 
(Ipsos and Policy Institute at King’s Col-
lege London, 2025). As citizens navigate a 
growing sense of disenfranchisement, 
workplace and public discourse have in-
creasingly run into what philosopher Karl 
Popper termed the ‘paradox of intoler-
ance’ (Popper, 1945). The paradox de-
scribes a fundamental societal dilemma: 
if a culture extends unlimited tolerance to 
every viewpoint, its capacity to remain tol-
erant is eventually destroyed by those 
who are inherently intolerant, forcing a 
clash over where the boundaries of ac-
ceptable debate should lie. 

In practice, this friction has caused public 
consensus to fracture. Public perception 
of the term ‘woke’ has transitioned from 
neutral to predominantly negative, while 
the proportion of the British public believ-
ing that action for transgender rights has 
"gone too far" has more than doubled 
from 18% in 2020 to 39% (Ipsos and Policy 
Institute at King’s College London, 2025; 
YouGov, 2025). Concurrently, support for 
movements like Black Lives Matter has 
plateaued, even amongst current events 
such as the fatal restraint-led death of 
Yves Sakila in Ireland (Wikipedia, 2026) 
and the “racist feeding frenzy” (Smith, 
2026) surrounding the tragic suicide of 
Jason Arday. This polarisation is further 
compounded by a sharp escalation in 
hate; longitudinal surveys reveal that the 
proportion of British adults holding 
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entrenched antisemitic views has dou-
bled in less than five years to 21% (Cam-
paign Against Antisemitism and YouGov, 
2025), alongside a 377% surge in reported 
Islamophobia incidents (Islamophobia 
Response Unit, 2026). Consequently, pro-
fessionals tasked with corporate diversity, 
equity, and inclusion (DEI) and organisa-
tional culture development are caught in 
a strategic trap: forced to consider water-
ing down messaging to avoid triggering 
ideological conflict, while navigating 
heavily reduced operational budgets and 
wavering leadership commitment to 
take definitive stands on social issues. 

Geopolitical instability, manifesting 
through direct international conflicts, 
trade friction, and shifts in trade policy, 
has injected significant uncertainty into 
the UK macroeconomic landscape. Fi-
nancial markets and corporate employ-
ers have responded cautiously, contrib-
uting to a cooling labour market as seen 
by falling vacancy rates, rising redundan-
cies, and reduced hiring velocity (ONS, 
2026d). Within organisations, this eco-
nomic insecurity directly threatens struc-
tural and cognitive diversity. As fears over 
job loss intensify, employees increasingly 
adopt risk-averse, conformist behaviours 
to avoid standing out. Rather than openly 
voicing dissent or championing non-con-
ventional ideas, workers undergo ‘quiet 
cracking’—a psychological state of silent, 
erosion-driven disengagement where in-
dividuals continue to fulfil basic duties 
while suffering chronic dissatisfaction, 
staying in post purely out of financial ne-
cessity as new job prospects dry up (Peo-
ple Management, 2025; TalentLMS, 2025). 
This can drive medical leave and/or per-
ceived relative lower performance, both 
of which may place workers in the literal 
‘firing line’ (The Banker, 2025). 

Consequently, the loss of psychological 
safety and fear of displacement stifle the 
very diversity of thought essential for en-
terprise resilience and innovation during 
economic downturns. 

As the culture of fear has become en-
trenched, the appetite for perceived risk 
in hiring has correspondingly diminished. 
With fewer roles available and greater 
pressure to secure the right hire, the 
added strain of economic uncertainty has 
left many hiring managers reluctant to 
make any decision at all. Thousands of job 
seekers now experience ghosting, pro-
longed, meandering interview processes, 
and, when a response comes at all, a ge-
neric automated decline (CIPD, 2024; Ed-
wards-Dashti, 2025). A flawless interview 
is no longer enough, and most candi-
dates are "more than qualified" yet still 
not chosen. This growing aversion to per-
ceived risk has pushed different modes of 
communication, and the characteristics 
and nuance that come with them, out of 
the process entirely, with women and the 
ethnically diverse labelled as ‘different’ 
and therefore ‘risky’. Managers have grav-
itated toward conformity, reporting 
greater confidence in candidates who 
have "done it before," often hiring in their 
own image in pursuit of that comfort. The 
academic literature frames this as homo-
social reproduction, where managers in 
uncertain environments manage anxiety 
by hiring solely in their own image (Kan-
ter, 1977). In real life, the UK experience is 
aligning with that in the US; Jasmine 
Tucker’s quote puts it plainly—work-
places are becoming whiter and more 
male. 

This is reflected in the Women in the 
Workplace report, where headlines 
seized on an emerging "ambition gap," 
with women reportedly less interested in 
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promotion than men (80% versus 86%) 
(McKinsey & Company and LeanIn.Org, 
2023). This framing continues the pathol-
ogising of the underrepresented as ‘suf-
fering’ from imposter syndrome, low con-
fidence, and more, while overlooking the 
systemic bias and hurdles they are ex-
pected to clear simply to be in the room, 
only to be spoken over or unheard once 
there. Women do not have less ambition; 
the report's own findings show that when 
given the same sponsorship, advocacy, 
and stretch opportunities as men, the 
gap disappears. The same logic applies to 
other marginalised groups. The headline 
is ‘separate spheres’ in practice, and what 
it incorrectly describes as declining ambi-
tion is more accurately a rational decision: 
that fighting to succeed in a game struc-
turally set against them that is becoming 
harder is no longer worth it, and that 
building a new system is. This dynamic of-
fers a compelling explanation for the sus-
tained rise in female entrepreneurship 
and independent business creation 
across the UK (Global Entrepreneurship 
Monitor, 2024; Rose, 2023). 

Beyond the parallels that support greater 
transmission risk, it is worth taking a mo-
ment to reflect that, on their own, shifts in 
societal norms and permissible behav-
iour have demonstrable implications for 
conduct outcomes and the sector as a 
whole, requiring extra caution through 
this point in the cycle. Presented in this 
light, the UK’s quandary could apply to a 
number of other jurisdictions that each 
need to consider the way forward 
thoughtfully. 

The Global Scene:  
Platform Monoculture vs.  
Modular Democratisation 

The systemic vulnerability of Western 

financial centres is further compounded 
by a pronounced concentration risk 
within the underlying technology layer. In 
the UK, the proliferation of neobanks and 
embedded financial startups has been fa-
cilitated by 'white labelling' core banking 
engines from a highly restricted cluster of 
platform providers (Bank of England, 
2024). 

As these centralised infrastructure layers 
increasingly embed automated AI capa-
bilities for risk assessment and compli-
ance verification, they manifest a tech-
nical monoculture. The concentration of 
multiple consumer-facing brands onto 
identical algorithmic back-ends creates a 
highly synchronised operational hazard, 
where an unvetted model assumption or 
systemic outage instantly propagates 
across the entire retail ecosystem (FCA, 
2024). Similar conclusions on concentra-
tion risk have been reached around pay-
ments infrastructure, where a heavily 
concentrated stack in terms of both own-
ership and architecture has been ex-
posed to challenge in recent years. Cen-
tralised orchestration of retail payments 
offers little redundancy, leaving the UK 
with limited failover options when inci-
dents occur. Additionally, concerns over 
scheme ownership drove European Cen-
tral Bank President Christine Lagarde to 
declare that geopolitics has transformed 
financial infrastructure ownership into an 
"instrument of power," making payment 
sovereignty paramount (Lagarde, 2026), 
with the UK following suit. There is an op-
portunity to address both challenges as 
the renewal of the UK’s critical national 
infrastructure seeks to ready the sector 
for the ‘multi-moneyverse’. 

A technical monoculture stems directly 
from an organizational monoculture. The 
technology sector now powers the core 
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platforms, algorithmic models, and infra-
structure engines across financial ser-
vices. 

However, the tech industry has suffered 
from historically poor workforce repre-
sentation, creating well-publicised blind 
spots across enterprise governance and 
automated product design (Department 
for Science, Innovation and Technology, 
2025; Kapin, 2025). This cultural trajectory 
includes the exclusionary 'tech bro' ethos 
of Silicon Valley and the unyielding '996' 
hustle culture of Asian tech hubs (Finan-
cial Times, 2018). UK tech pioneer Martha 
Lane Fox highlighted the severity of the 
recent shift when she recounted being 
told by an industry CEO that the tech sec-
tor "was done with women" (The Times, 
2025). Her experience shows how sys-
temic misogyny and exclusionary prac-
tices remain entrenched across the sec-
tor. For financial services institutions, this 
reliance creates serious challenges. The 
resulting exposure extends far beyond 
traditional vendor concentration risk, di-
rectly introducing operational resilience, 
conduct governance, and reputational 
vulnerabilities stemming from critical 
third-party suppliers whose systems re-
flect their monocultural origins. 

The concentration risk identified by the 
Bank of England is fundamentally by-
passed within the digital-first architec-
tures of the Global South. While legacy 
markets suffer from corporate platform 
consolidation, emerging ecosystems lev-
erage open, public digital infrastructure 
to ensure that structural utility remains 
decoupled from monopolistic vendor 
control (King, 2018). By operating on 
open-source, highly composable micro-
services rather than standardized corpo-
rate wrappers, these markets preserve al-
gorithmic and operational diversity. The 

UK’s reliance on a consolidated, vendor-
locked white-label architecture empha-
sizes how a failure to protect structural 
and cognitive diversity at the founda-
tional infrastructure tier directly compro-
mises macroeconomic resilience (Bank of 
England, PRA, and FCA, 2021). Whilst this 
technical outcome was arrived at owing 
to a different set of priors around pre-ex-
isting architecture and cultural norms, it 
nonetheless remains a strategic choice 
that UK leaders should face into (FCA, 
2026). 

Geopolitical uncertainty has long been 
acknowledged by the Global South as a 
resiliency risk. For example, there has 
been legitimate debate as to whether 
lawmakers’ decisions to enact global 
sanctions via the Swift network have 
caused unintended consequences; accel-
erating development regional alterna-
tives and bypassing technologies, as new 
tactical realities were understood. This 
fragmentation risk is equally unpalatable 
as concentration, and global policymak-
ers and major organisations have been 
working to ensure mitigation (Bank for 
International Settlements, 2026). Until re-
cently, Western economies have suffered 
from a cultural blind spot - a perceived in-
sulation from these existential matters 
held until talk of ‘kill switches’ being de-
ployed forced franker conversations 
around industry tables that went beyond 
simply ensuring regulatory capture (Fi-
nancial Times, 2026; Reuters, 2025). 

It is critical to distinguish between archi-
tectural democratisation and corporate 
demographic equity. The ascendancy of 
twenty-first-century platforms across the 
Global South does not imply that digital-
native institutions have inherently by-
passed the structural talent exclusions 
characteristic of legacy Western centres, 
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as highlighted in the Lighthouse reports 
from the World Economic Forum (2025). 
Rather, their disruptive advantage lies in 
an operational architecture designed for 
rapid, low-friction scale and behavioural 
adaptability (King, 2018). 

 

3. The Strategic 
Manifesto: 
Architectural 
Resilience as a 
Macroprudential  
Imperative 
The data has been gathered, the histori-
cal parallels mapped, and the transatlan-
tic hazards diagnosed. What remains is 
the ultimate crossroads for the UK’s fi-
nancial ecosystem: we must choose be-
tween maintaining a rigid, decaying 
monoculture that actively suppresses its 
talent, or executing an uncompromising 
structural re-engineering of both our hu-
man and technological capital. This is not 
a peripheral debate regarding corporate 
social responsibility; it is an open struggle 
for competitive survival in a global econ-
omy that will no longer reward Western 
institutional complacency. 

Coordinated AI Transition as a Non-
Negotiable 

As we have demonstrated, there is a 
plethora of thematic reviews and studies 
(e.g., London AI and Jobs Taskforce; FCA 
Mills Review). The requirement at this 
stage is not further studies and reviews, 
but ensuring a coherent response. We 
observe that the sector lacks a blueprint 
and governance mechanism that 

operates with system-level thinking and 
provides oversight for the required sec-
toral transformation. This must be an en-
during coordination engine and engage-
ment model that convenes policymakers, 
regulators, community representation 
groups, and the sector workforce. Criti-
cally, this needs to be structured in such a 
way that it sustains through political cy-
cles rather than falling victim to them. 

We contend that it falls to the govern-
ment to establish a clear plan of what is 
required for a coordinated transition of 
the sector to ensure transitional stability 
and long-term sustainability. This level of 
backing is critical if we are to go beyond 
high-level intent and simple measure-
ment of existing firm-level outputs and 
compliance to completing the Treasury 
Committee recommendations. This 
transparent implementation and ac-
countability framework should include: 

→ Outcome-led enabling actions 
→ Early-warning indicators and success 

metrics 
→ Escalation pathways 
→ Enabling activities by government 

and across sectors 

The Call to Systemic Reconstruction 

For decades, the standard response to in-
stitutional inequity within the City of Lon-
don, Wall Street, and other financial cen-
tres has been the deployment of superfi-
cial administrative programming: blind 
screening mandates, isolated mentor-
ship schemes, and cosmetic employee 
resource initiatives. The data proves these 
measures have fundamentally failed. 
True equity cannot be achieved by invit-
ing diverse talent into toxic, high-con-
formity environments that are already 
structurally optimised to reject them, 
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with an increasing risk of an AI effect. 

Addressing these issues calls for an im-
mediate end to corporate diversity thea-
tre. Only a hard-headed overhaul of the 
entire system can effectively debias sec-
tor inputs, shifting executive promotion 
and capital allocation frameworks from 
subjective compliance indicators to bind-
ing, transparent risk-mitigation criteria. 

Comparative career progression velocity 
and retention metrics for underrepre-
sented groups can provide evidence of 
cultural health, but accountability lands 
when they have greater board visibility 
and stronger supervision. We applaud 
the regulatory scrutiny of potential AI-re-
lated harms in relation to frontier models 
and product delivery, and call for its ex-
pansion to a thematic review of AI usage 
in the employee lifecycle in the sector by 
the FCA, so that we do not continue 
blindly into an algorithmically driven vi-
cious circle of negative reinforcement. 
Being radical, we would also call for ac-
tion to avoid the ‘outsourcing’ of these 
culture, governance, and accountability 
risks, with consideration of college-style 
cross-sectoral conduct supervision for 
certain Critical Third Parties. 

One mechanism we highlight is making 
‘inclusive by design’ a prerequisite to en-
try for sector-wide and government inno-
vation enablement initiatives such as 
SEIS/EIS approvals and sandbox access, 
with similar social impact requirements 
as public sector procurement (HM Gov-
ernment, 2026). Within organisations, we 
also propose that ERG leaders be finan-
cially rewarded for the business value and 
risk mitigation they deliver, compensat-
ing for the double burden the majority 
carry in doing this ‘glue work’. To provide 
oversight and scrutiny of our proposals, 

we identify the benefit of more robust 
economic data, including ONS collection 
and reporting on demographic-level sec-
tor exclusion, reskilling, and redeploy-
ment with particular consideration of 
how narrative economics could be effec-
tively incorporated. 

  

Weapons of Accountability: Pay Equity 
and Executive Sanctions 

To break the leadership slump, the finan-
cial sector must treat cultural decay with 
the same statutory severity applied to 
balance-sheet insolvency. We must advo-
cate for mandatory, comprehensive pay 
and pension equity audits, with unedited 
results exposed to public and regulatory 
scrutiny. 

Furthermore, executive accountability 
must be strictly enforced. A system where 
leaders nod along to the highest-paid 
person in the room while oversight ranks 
thin out is an operational liability. Senior 
executive compensation, bonus pools, 
and long-term equity allocations must be 
legally tied to measurable career progres-
sion velocities and retention metrics for 
underrepresented talent. If a firm’s inter-
nal mechanisms act as an asymmetric fil-
ter that drives out diversity from its work-
force, its leadership has failed its basic fi-
duciary duty and should be financially pe-
nalised at the board level. 

Breaking the Capital Bottleneck: 
Structural Funding Equality 

Our diagnosis of a significant structural 
capital bottleneck in enterprise funding is 
another area of concern. What we see is a 
market that is throttling innovative, di-
verse firms that consistently demonstrate 
superior risk-adjusted returns. Active 
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male allyship and standard recruiter spe-
cialization can no longer be positioned as 
optional corporate courtesies; they are 
mandatory operational requirements. 
We must aggressively dismantle the 
closed network loop of traditional venture 
funding, forcing transparent criteria and 
open capital access pathways to unleash 
the £85 billion annually contributed by 
underrepresented enterprise leaders 
(McKinsey & Company, 2023; Snellman 
and Solal, 2020). 

For the fintech sector, affinity bias does 
not stop at who gets funded (Sifted, 
2024); given the common practice for VCs 
to form part of and/or influence board 
composition, there is a ripple effect 
throughout the nascent organisation. Be-
fore this diversity bottleneck sits another: 
the very same biases and privileges mean 
the cohort of professionals who have 
been successful enough to more easily 
bootstrap their way toward financing is 
unsurprisingly homogenous and rela-
tively privileged (Sifted, 2021). As the sub-
sector that landed the rallying cry of do-
ing things differently to serve the under-
served, this must be addressed. 

The Global Competitive Threat: 
Modularity vs. Western Stagnation 

The structural decay within legacy West-
ern financial centres becomes starkly ap-
parent when evaluated against global 
structural shifts in financial infrastructure. 
While the corporate governance frame-
works of London and New York remain 
anchored to century-old operational par-
adigms, the majority of the global popu-
lation now interfaces with banking archi-
tectures established entirely within the 
twenty-first century. As highlighted by fi-
nancial futurist Brett King (2018), the 
rapid leapfrogging achieved across the 

Global South—most notably via India’s 
Unified Payments Interface (UPI) and 
China's integrated digital ecosystems—
demonstrates that financial inclusion and 
systemic scale are achieved not through 
legacy institutional footprints, but 
through first-principles digital utility. 

True institutional resilience belongs nei-
ther to the legacy hierarchy nor the un-
vetted algorithm, but to organizations 
that actively fuse the architectural agility 
of digital-native systems with a highly val-
ued, cognitively diverse human defence 
network capable of challenging auto-
mated risk outcomes. 

To the international executive tier, the 
warning is stark: the world will not wait for 
Western banking to unpick its self-in-
flicted monocultures. While London and 
New York remain trapped in a leadership 
slump characterized by rigid five-day 
physical office mandates and compliance 
conformity, a massive geopolitical dis-
placement has already occurred. The 
globally dominant banking systems of 
the twenty-first century built across the 
Global South from first-principles digital 
goods derive their immense resilience 
from total architectural openness and 
rapid scale. These agile platforms out-
shine legacy Western ‘super tankers’ be-
cause they treat zero-friction financial in-
clusion not as a side project, but as foun-
dational system infrastructure. If the UK 
continues to purge diverse thinkers from 
its decision-making rooms, it will be 
structurally outperformed and/or dis-
placed by ecosystems that have success-
fully aligned open technology with cogni-
tive diversity. 

This architecture reflects a fundamentally 
distinct culture of management. Western 
'super tankers' rely on deeply stratified, 
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risk-averse hierarchies that systematically 
enforce cognitive monoculture, whilst 
emerging market platforms operate on 
principles of radical architectural open-
ness and behavioural adaptability. By de-
signing for structural equity and zero-fric-
tion access from inception, these younger 
ecosystems outshine traditional centres 
in operational resilience. 

The Ultimate Circuit Breaker: 
Weaponising the AI 'Reshuffle' 

As the financial sector scales its auto-
mated frameworks, the primary macro-
prudential defence against an AI-acceler-
ated single point of failure is the struc-
tural elevation of our human defence net-
work. One obvious area of concentration 
risk lies in the sector’s reliance on a small 
number of AI-powered recruitment plat-
forms (e.g., Workday, LinkedIn). Any sys-
temic weaknesses hidden inside those 
tools could quickly create a demographic 
and monocultural time-bomb, and we 
owe it to our organisations' futures to take 
immediate action for the highest vigi-
lance, continuous testing, and monitor-
ing of such risks. 

In the operational arena, the Mills Review 
(Mills, 2026) warns that concentrating the 
financial sector's risk management en-
gines into a few third-party algorithmic 
frameworks creates an exponentially am-
plified, highly synchronized operational 
hazard. When the entire marketplace op-
timizes against the same underlying 
model assumptions, it triggers an invisi-
ble, tightly coupled system vulnerable to 
catastrophic, hyper-velocity runs. 

Rather than viewing this technological 
displacement as an inevitable vector of 
exclusion, progressive organizations 
must exploit what Sangeet Paul 
Choudary defines as the AI 'Reshuffle' 
(Choudary, 2024). In the platform econ-
omy, technological transitions funda-
mentally restructure value creation by 
shifting core skill dependencies. As com-
moditized quantitative tasks are wholly 
absorbed by third-party model layers, the 
premium shifts decisively toward the re-
lational, contextual, and adversarial inter-
faces of the enterprise. This structural 
shift provides an unprecedented strate-
gic lever to increase, rather than de-
crease, organizational diversity and insti-
tutional progress. 
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To fully capture the power of this Reshuf-
fle, institutions must aggressively deploy 
three structural countermeasures: 

→ Embedding Cognitive Diversity 
Against Systemic Herding: In organisa-
tional sociology, cognitive diversity is the 
premier defence against systemic herd 
behaviour ('herding'). Demographic mi-
norities and women are historically un-
derrepresented in the hyper-leveraged 
'Citadel' desks that design automated al-
gorithms, but highly concentrated in re-
lational, qualitative, and operational tiers. 
By structurally embedding these groups 
into the core decision-making loop—and 
ensuring they are equipped with the 
technical authority to challenge an AI's 
output—firms inject essential cognitive 
friction. It forces the system out of auto-
mated, unvetted alignment and reintro-
duces a variety of risk-evaluation perspec-
tives that a uniform algorithm cannot 
generate. 

 
→ Building the Firm’s Systemic Re-
silience Hub: Strategic AI governance will 
become a differentiator. We see that the 
roles left untouched by AI are those re-
quiring celebration and elevation. They 
insulate firms for the future and avoid spi-
rals of groupthink and systemic risk. 
These roles should be highly valued and 
highly compensated in recognition of the 
broad value they create for the organisa-
tion as a whole. Elevating their organisa-
tional capital gives these professionals 
the structural weight to hit the 'kill switch' 
when an automated risk engine or credit 
allocator begins exhibiting procyclical, 
run-like behaviour, turning a vulnerable 
tier into an authoritative, stabilising an-
chor. This focus on jobs centred on hu-
man empathy, client trust, and compli-
ance mediation means counteracting 

what Boydston (1990) identified as the 
systemic devaluation of ‘female’ contribu-
tion during the disruption of the First In-
dustrial Revolution. The very fact that 
these roles are not being ‘modernised’ 
with AI risks the perception of lower sta-
tus and dwindling influence. They risk be-
coming Boydston’s housewives: ideologi-
cally devalued and of low corporate sta-
tus. The alternative to our proposed Sys-
temic Resilience Hub is a 'Gilded Cage' of 
roles that are protected yet diminishing 
in status. 
 
→ Neutralising Automation Bias 
via Accountable Hierarchies: A major 
operational failure point in hyper-auto-
mated systems is the dilution of account-
ability (Harvard Business Review, 2026). 
When a black-box model makes an 
opaque risk calculation, human workers 
are prone to 'automation bias' - the psy-
chological tendency to trust the machine 
over their own intuition. Investing in 
structural measures to eliminate gaps for 
currently underrepresented groups natu-
rally involves reshaping organisational ac-
countability hierarchies rather than a 
growing reliance on Senior Managers as 
operational arbiters. Ensuring entry-level 
and mid-tier operational pathways 
(where marginalised groups frequently 
sit due to historical pipeline sorting) are 
heavily upskilled in algorithmic literacy 
destroys the automated panopticon. 
When the front-line human interface 
feels economically secure, respected, and 
legally empowered to challenge an opti-
misation routine, the firm significantly 
lowers its exposure to hidden regulatory 
arbitrage and invisible 'black swan' risks. 
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4. Conclusion:  
The Resilience  
Imperative 
Ultimately, cultivating, protecting, and 
empowering a cognitively diverse, highly 
valued human workforce at the interface 
of the algorithm is no longer just a local-
ised talent strategy—it is an existential 
macroprudential insurance policy. Policy-
makers must use their convening powers 
to ensure a coordinated transition path-
way through the multiple shifts and 
shocks impacting the sector, rather than 
gambling on the individual actions of dif-
ferently motivated sector actors com-
pounding into the right outcome. 

Equally, if regulators and Boards truly 
want to prevent the first hyper-velocity, 
algorithmic financial crisis, they must 
look beyond traditional capital buffers 
and liquidity ratios. They must instead 
look upstream and audit the demo-
graphic, occupational, and funding maps 
of institutions themselves, directly con-
fronting the career progression filters 
that drive out the very diversity of 
thought that protects and delivers their 
strategy. 

The economics of inclusion are clear: true 
institutional resilience and sustainable 
performance cannot be separated from 
the intersectional and structural equity 
agendas established at the outset of this 
paper.  

By dismantling the 'separate spheres' dy-
namics that historically devalued critical 
labour, and by aggressively transforming 
the devalued, female-dominated 'Gilded 
Cage' of relational, compliance, and em-
pathetic roles into an authoritative 

Systemic Resilience Hub, the sector can 
fundamentally alter its risk and perfor-
mance trajectory. 

Leaders must actively weaponise the ‘AI 
reshuffle’ to fuse twenty-first-century ar-
chitectural agility with an unassailable, in-
clusive human defence network. Reshap-
ing our role as sector custodians today, 
we ensure that diversity of thought is per-
manently embedded where macropru-
dential risks are evaluated—moving fi-
nancial services away from automated 
herd behaviour and structurally anchor-
ing it to deliver equitable, positive eco-
nomic outcomes tomorrow. 
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