Payments industry shifts focus to strategy over scale in AI-driven fraud and customer experience
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In 2025, industry leaders in payments argued that strategic choices , particularly around data, risk and artificial intelligence , mattered more than sheer scale in determining which firms would succeed, according to a PYMNTS round-up of executive interviews. Executives across card networks, banks and payments technology firms framed AI and data governance not as bolt-on efficiencies but as central business disciplines that reshape customer experience, fraud defence and product strategy. [1]
Visa’s vision, as reported by PYMNTS, casts generative AI as pervasive across its network while emphasising consumer control of data: “You’re in control of the data 100% of the time,” Visa’s executive told PYMNTS, adding that consumers “choose to share [credentials] with people when you need them and when you need them , and with the merchant, you can be comfortable sharing that credential to get the payment done … we’re seeing that this is very valuable.” That framing aligns with product moves such as Visa Protect for Account-to-Account Payments, which uses AI-driven, real-time risk scoring and combined network and A2A data to improve fraud detection and protect customers. Industry materials claim the solution can boost detection by over 54%, in the context of substantial losses from authorised push payment (APP) scams. [1][2]
Mastercard’s executives in the same series reframed the modern finance function and payments architecture around data, risk and automation, arguing that rails, APIs and AI are tools to help clients do business. According to the original report, Mastercard leaders emphasised integrated CFO responsibilities spanning technology, payments and decisioning. Mastercard’s public programmes mirror that message: the company has rolled out AI suites such as Scam Protect and Account-to-Account Risk Solutions, touting real-time monitoring, behavioural biometrics and identity verification to intercept evolving scam tactics and to support traceability of financial crime. Industry materials note a broader uptake of AI among institutions , prompted by large-scale losses to scammers , and stress the value of shared threat intelligence. [1][3][4][5]
American Express and Discover offered complementary perspectives that place human-centred service and platform enablement at the heart of AI deployment. As PYMNTS reported, American Express’s “North Star” is that “AI should work in service of people, not instead of them,” underscoring a prioritisation of customer care over automating away frontline service. Discover’s executive described how PayFac models and embedded payments technology let merchants focus on core business while unlocking tailored payment experiences , a reminder that strategy can be about orchestration rather than raw scale. [1][6]
Payments and payouts specialists warned of the strategic cost of treating features as commodities. “The trade-off, at a minimum, is that they’re going to be facing a race to the bottom,” warned the CEO of a payouts firm in the PYMNTS coverage, arguing that instant payouts treated purely as transactional price fights erode sustainable differentiation. That view is consistent with other sector commentary urging firms to pair speed with distinctive value propositions and defensive data practices. [1]
On fraud and governance, practitioners urged precision: data governance and AI governance are distinct, and collaborative data sharing is essential to effective fraud defence. A payments innovation strategist told PYMNTS that “AI is not magic” and highlighted misconceptions equating data governance with AI governance; a payments product leader framed modern fraud defence as “a team sport” built on actionable, responsibly shared intelligence. These themes echo third-party reporting that card networks and banks are increasingly deploying machine learning, behavioural analytics and 3-D Secure enhancements to reduce card-not-present losses and protect customers in real time. [1][2][6][7]
The commercial framing from banks and corporates tied these technology choices to trade, working capital and client service. Bank executives described roles that range from transaction mechanics to financing and risk mitigation, while global treasury heads argued that coverage, seamless deployment and client experience are the table stakes for enabling business. Industry commentary and vendor materials reinforce that clients expect both broad connectivity and intelligent, risk-aware rails. [1][5]
Taken together, the executive voices and vendor announcements paint a market where differentiation stems from strategy , how firms deploy AI, govern data, integrate threat intelligence and design customer-centred experiences , rather than from being the largest player. According to the original report, those who treat AI and instant capabilities as strategic enablers, rather than commoditised features, aim to preserve margins, trust and long-term advantage as fraudsters adapt and customers demand control and seamlessness. [1][2][3][4][5]
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