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The Bank That Should Not Exist
ICICI Bank is India's second-largest private sector bank — ₹21 lakh crore in assets, ₹47,227 crore profit in FY2025, ₹9 lakh crore market capitalisation.
But it should not exist in its current form. Not under its current name. And not without a sequence of near-death experiences, governance scandals, and 
institutional reinventions so dramatic that the bank standing today barely resembles the institution incorporated in 1955.

"In less than a decade, there have been two credit cycles where ICICI Bank has been caught on the wrong foot. That is why investor confidence seems low." —
Analyst, 2016

Key Facts at a Glance

• Founded: 1955 (ICICI Ltd) / 1994 (ICICI Bank)
• Structure: Development Finance Institution → Universal Bank (2002)
• Total Assets FY2025: ₹26.42 lakh crore (consolidated)
• Market Cap: ~₹9 lakh crore

The Paradox

An institution born from a Cold War geopolitical calculation, restructured 
through a reverse merger unprecedented in Indian corporate history, nearly 
destroyed by two separate NPA cycles and a governance scandal — and yet 
today posting record profits and leading India's digital banking revolution.



Three Eras, One Institution
A visual journey across seventy years of transformation — from state-guided capital allocator to digital banking colossus.

Era 1: The Development Era

1955–1993

Founded by World Bank + Government of 
India mandate. Financed India's steel, 
cement, automotive, and industrial 
sectors for 40 years. Principal tool of 
state-guided capital allocation.

Era 2: Liberalisation and Universal 
Banking

1990s–2009

India's financial liberalisation forces 
transformation. ICICI Bank incorporated 
(1994). NYSE listing (1999). Reverse 
merger (2002). Retail EMI revolution. First 
NPA cycle (2008–09).

Era 3: Governance Crisis and Digital 
Renaissance

2009–Present

Kochhar era: aggressive growth, NPA 
cycle 2, Videocon scandal, institutional 
collapse. Bakhshi era: One Bank One ROE, 
NPA cleanup, digital transformation, 
record profits.



Born from a Cold War Brief
ICICI was not founded by an entrepreneur. It was founded by a geopolitical calculation.

Incorporated: January 5, 1955 Founders: World Bank + Government of India 
+ Indian public sector banks + insurance 
companies

First Chairman: Sir Arcot Ramasamy Mudaliar Mandate: Fund India's industrialisation —
steel, cement, petrochemicals, automotive

The Invisible Machine

For 30 years, ICICI was invisible to consumers. It was a machine channelling long-term 
capital into the arteries of a planned economy — funding the steel mills, cement plants, 
and petrochemical complexes that built modern India, entirely out of public sight.



The Man Who Imagined a Different Institution
N. Vaghul and the Financial Supermarket

In 1985, N. Vaghul — youngest Chairman of a state bank at 44, former CMD of Bank of India — joined ICICI. 
His concept: the Financial Supermarket. One institution serving customers across the full spectrum of 
financial need.

Vaghul's Legacy

Founded TDICI (1988) — venture capital arm, 
now ICICI Venture

Founded ICICI Securities (1995)

Sponsored Housing Development Finance 
Corporation (later HDFC)

Recruited and mentored KV Kamath; extracted 
the promise: "Return when needed"

"Vaghul laid the foundation that made 
him known as the man who introduced 
the concept of Financial Supermarkets 
to India." — Business Standard

By the early 1990s, ICICI's original 
model was dying. Corporations 
accessing capital markets directly 
meant the expensive project 
finance loan was becoming 
obsolete. Structural 
transformation was urgent.



The 90-Day Rule and the Retail Revolution
KV Kamath Returns

In 1996, KV Kamath returned from the Asian Development Bank to become MD and CEO. His diagnosis was unambiguous: ICICI had to
stop being a development finance institution and become a retail bank — immediately.

The 90-Day Rule
"If a project takes more than 3 months, it loses its relevance." 
Any project not delivered within 90 days of conception was 
abandoned. This velocity philosophy was unlike anything in 
Indian banking.

The Vision Kamath Saw
Hundreds of millions of middle-class Indians with no access to 
consumer credit, no home loans, no car finance — an entire 
economy waiting to be unlocked. The opportunity was not 
incremental. It was civilisational.

Kamath's Key Innovations

Floating-Rate Home Loans
India's first. Lower initial EMI. Wider market access. Now the industry standard.

Direct Selling Agents
Bankers going to customers — not waiting for them. A field sales revolution.

1,000 ATM Rollout
Year 1 deployment vs. fewer than 100 in entire India. Plus Mobile ATM-on-Wheels.

EMI Culture
Democratising aspirational spending for an entire generation of Indians.



How ICICI Invented the Indian Middle Class's Relationship with Money
The EMI Revolution

Before ICICI's retail push, home loans were for government employees and the wealthy. Fixed rates. Large down payments. Conservative approvals. ICICI changed 
everything.

1

Floating-Rate Home Loans
First in India. Lower initial EMI. Wider market 
access. An entire generation bought their first 
homes through ICICI Bank EMIs.

2

DSA Model
Field sales force that found customers instead of 
waiting for them. Credit taken to the doorstep of 
aspirational India.

3

ATM Infrastructure
1,000+ ATMs in Year 1, making banking physically 
accessible to millions for the first time.

Within 3 years, ICICI Bank became the market leader in retail credit in India. The floating rate mortgage is now India's standard — Kamath's invention, adopted 
across the entire industry.

"He introduced India to the EMI culture — a disruptive change that realised the aspirations of the growing middle class." — Business Standard



The Subsidiary Absorbed Its Parent
The Reverse Merger

By 2001, ICICI Ltd's development finance structure was unsustainable: long-duration corporate loans, asset-liability mismatches, a capital structure ill-suited to universal banking. The solution was unprecedented.

The Solution: A Reverse Merger

Parent company ICICI Ltd would merge into its banking subsidiary, ICICI Bank. The subsidiary would 
adopt the parent's identity. Unprecedented in Indian corporate history.

Approval Sequence

Oct 2001

Boards of both entities approve

Jan 2002

Shareholders approve

Mar 2002

High Court of Gujarat approves

Apr 2002

High Court of Mumbai + RBI approve

The Outcome

• Overnight became India's 2nd largest bank by assets (after SBI)

• ICICI Ltd shareholders became ICICI Bank shareholders

• Full deposit-taking licence enabled

• Wholesale + retail banking under one roof

One of the rarest corporate manoeuvres in Indian business history — and it worked.



The Conglomerate Strategy
Building the Ecosystem

Kamath built not just a bank — but a financial services empire designed to capture the full customer lifecycle.

Subsidiary Partner Founded Status FY2025

ICICI Prudential Life Insurance Prudential (UK) 2000 India's largest private life insurer; listed

ICICI Lombard General Insurance Fairfax Financial (Canada) 2001 Leading private general insurer; listed

ICICI Prudential AMC Prudential (UK) 1998 India's largest AMC by AUM

ICICI Securities — 1995 Retail broking + IB; integrated into bank

ICICI Venture — 1988 (as TDICI) Leading PE/VC fund

Strategic Logic

Cross-Sell Revenue
Same customer base monetised across insurance, 
AMC, broking, and banking products simultaneously.

Capital Buffer
Stakes in listed subsidiaries could be monetised when 
the parent needed capital — a strategic reserve.

Full-Spectrum Competition
Competing with global financial groups on breadth of 
offering, not just banking depth.



India Goes to Wall Street — and the World
The NYSE Listing and Global Expansion

1999: NYSE Listing

ICICI became the first Indian company and first bank from non-Japan Asia to 
list on the NYSE. Led by Sonjoy Chatterjee. Imposed international disclosure 
and governance standards years ahead of domestic requirements.

International Expansion (2001–2006)

Led by Lalita Gupte, ICICI expanded across the globe — UK, US, Canada, 
Bahrain, Singapore, Dubai, Hong Kong, Sri Lanka, Russia. At peak: 
international operations = 25% of consolidated balance sheet.
"Money2India" became the leading NRI remittance transfer service globally.

The UK Footprint

ICICI Bank UK PLC

Grew from a single Knightsbridge office to a £8 billion balance sheet — the 
largest Indian bank in Britain. Built by Sonjoy Chatterjee, who later became 
Chairman of Goldman Sachs India.

Leadership Training Ground

ICICI's international operations were as much a leadership development 
programme as a revenue driver — producing executives who went on to 
lead major global financial institutions.



The Rumour That Almost Broke India's Largest Private Bank
The 2008 Bank Run

September 15, 2008. Lehman Brothers files for bankruptcy. Within hours: SMS chains claiming ICICI Bank was exposed to Lehman and at risk of collapse began circulating across India.

The Crisis Unfolds

01

Customers queued at ATMs and branches nationwide to withdraw deposits

02

ICICI sent mass SMS: "Your deposits are safe... rumours are baseless and malicious"

03

Finance Minister Chidambaram and RBI Governor Subbarao intervened publicly

04

RBI issued statement confirming ICICI's liquidity — the institution was saved

The Deeper Damage

Infosys quietly shifted nearly its entire deposit base to State Bank of India — the most 
damaging signal possible from a sophisticated corporate customer.

ICICI's leadership was described as "a little nervous and rather closed — feeding the 
rumours."

The RBI's credibility saved ICICI — not ICICI's own communication. In the age 
of instant mobile communication, a sufficiently viral rumour can destabilise a 
sound bank.



The Cost of Building at Speed
First NPA Cycle: Retail (2008–2012)

The retail revolution built under Kamath had a fatal structural flaw: speed and volume had been prioritised over credit quality.

The Structural Weaknesses

Low CASA Ratio

Only 26% (March 2008) — heavily dependent on expensive wholesale funding, 
creating fragility.

DSA-Driven Origination

Variable credit quality controls when volume was the primary incentive for field 
agents.

New-to-Credit Borrowers

Loan book concentrated in borrowers with no credit track record — high risk in a 
downturn.

The Pattern

Aggressive growth in underpenetrated segment → insufficient credit quality 
controls at volume → correction. ICICI would repeat this pattern.

Kochhar's Response (from 2009)

Sharply slow retail lending. Pivot to corporate book. The architect of the retail revolution 
was now presiding over its retrenchment — a pivot that would sow the seeds of the 
second NPA cycle.



India's Most Powerful Woman Banker
Chanda Kochhar: Rise

When Chanda Kochhar became MD and CEO in 2009, it was celebrated as historic. One of the most 
powerful women in Indian corporate history. Magazine covers. Diversity role model.

Her Credentials Were Real

• Joined ICICI in 1984 — 25-year career
• Architected the retail strategy 

alongside Kamath
• Built the mortgage revolution from 

the inside
• Guided the subsidiary ecosystem 

development

Under Her Leadership (2009–2018)

• Total assets grew from ~₹3.8 lakh 
crore to ~₹8 lakh crore

• Maintained India's 2nd largest private 
bank position

• Expanded corporate and infrastructure 
lending

• Navigated the post-2008 retail NPA 
correction

But beneath the surface, a conflict of interest was building that would ultimately require 
four separate regulatory and investigative bodies to unravel — and would end in arrest.



The Videocon Conflict of Interest
Chanda Kochhar: Fall

12012
ICICI Bank approves ₹3,250 crore loan to Videocon Group as part of 20-bank consortium. 

Credit committee chaired by Chanda Kochhar. Months later: Dhoot invests ₹64 crore in 
NuPower Renewables — owned by Deepak Kochhar. No disclosure. No recusal.

2 March 2018
Whistleblower complaint becomes public. The unravelling begins.

3April–July 2018
ICICI Board issues support statement — subsequently reversed. SFIO seeks approval to probe. 

Kochhar on indefinite leave. Srikrishna inquiry launched. SEBI issues show-cause notice.

4 October 2018
Kochhar resigns. Board accepts. Terminated with cause.

5Dec 2022 – Jan 2023
CBI arrests Chanda Kochhar and Deepak Kochhar. Venugopal Dhoot arrested.

The Governance Lesson: Board initially backed her unconditionally. The institution's oversight had failed. Four watchdogs — SEBI, CBI, SFIO, Srikrishna inquiry — were ultimately required to address what 
the board should have caught first.



Caught on the Wrong Foot — Again
Second NPA Cycle: Corporate (2015–2017)

Even before the Videocon scandal became public, ICICI's corporate book was imploding. Post-2008, the bank had pivoted from retail to corporate lending — infrastructure, 
project finance, large conglomerates. The same DFI instinct that had been restructured away in 2002 had crept back in.

The RBI Asset Quality Review (AQR), 2016: Forced banks to recognise previously hidden stressed assets — exposing the true scale of ICICI's corporate NPA problem.

Metric FY2015 FY2016

Net Profit ₹11,175 Cr ₹9,726 Cr (–13%)

Q4 Net Profit ₹3,084 Cr ₹406 Cr (–87%)

Gross NPA % 3.78% 5.82%

Net NPA ₹1,861 Cr (2012) ₹12,963 Cr (2016)

"Very unfortunately, ICICI Bank has a chequered past and has got almost every cycle wrong." — Analyst Verdict, 2016



The Institution That Built Indian Finance's Leadership Pipeline
The Talent Factory

ICICI Bank functioned as a graduate school for Indian private banking — and watched most of its graduates leave to run the competition.

Leader Role at ICICI Where They Went

V. Vaidyanathan Led retail and credit card build-out CEO, IDFC First Bank

Nachiket Mor Led rural banking and financial inclusion Gates Foundation; RBI Board

Kalpana Morparia Joint Managing Director until 2007 India Head, JP Morgan

Sonjoy Chatterjee Built ICICI Bank UK; Exec Director Chairman, Goldman Sachs India

Shikha Sharma Senior leadership MD & CEO, Axis Bank (9 years)

Vishakha Mulye Various senior roles CEO, ICICI Venture

ICICI Bank's talent diaspora leads major financial institutions across India. Kamath's philosophy of disproportionate responsibility at young ages produced leaders 
at an unmatched rate — but succession conflicts triggered departures that hollowed out the bench.



The Insider Nobody Predicted
Sandeep Bakhshi Takes Over

Sandeep Bakhshi was not on any analyst's shortlist. Not a public figure. Not charismatic. What he was: an ICICI lifer since December 1986 —
wholesale banking, corporate banking, SME, ICICI Prudential Life Insurance (which he had turned around into India's largest private life 
insurer).

What He Inherited (October 2018)

• Governance scandal and reputational crisis
• Gross NPA ~8.8%; Net NPA 3.65%
• Return on Assets: 0.43%
• Net Profit: ₹6,777 crore (down from peak)
• Morale damage throughout the organisation
• Share price near multi-year lows

Why Him

The board and RBI needed someone who understood ICICI's 
internal architecture deeply enough to fix it quickly. Bakhshi had 
the institutional knowledge, the credibility, and crucially — no taint 
from the Videocon episode.
He was not chosen to be a visionary. He was chosen to be a 
surgeon — and he proved to be both.



The Un-Glamorous Philosophy That Rebuilt a Bank
One Bank, One ROE

Bakhshi's operating principle: "One Bank, One ROE." Where previous leadership managed ICICI as separate businesses optimising individual P&Ls, Bakhshi reoriented the entire 
organisation around a single profitability metric applied uniformly.

1

Downsized Special Project Finance Group
The unit responsible for concentrated corporate NPA loans was scaled back. ICICI 
would no longer chase large infrastructure bets that had twice proven catastrophic.

2

Decentralised Management
Genuine P&L accountability to business unit heads and branch managers. Decisions 
moved from headquarters to the field — closer to the customer and the risk.

3

Simplified Product Architecture
Reduced complexity that had confused customers and created operational 
inefficiency across the organisation.

4

Risk-Return Discipline at Origination
No loan booked without acceptable post-capital return, regardless of relationship. 
Growth and market share were de-prioritised. Return on capital became the final 
arbiter.



The Bakhshi Numbers
The Turnaround in Numbers

The pace of recovery was extraordinary. Net NPAs fell from 3.65% to 0.63% in just two years. Return on assets tripled. By FY2025, consolidated profit crossed ₹51,000 crore.

Metric FY2018 FY2021 FY2025

Return on Assets 0.43% 1.70% ~2.2%

Net NPA Ratio 3.65% 0.63% ~0.4%

Gross NPA Ratio ~8.8% 4.96% ~1.9%

Capital Adequacy ~14% ~19.6% 16.55%

Net Profit (₹Cr) 6,777 16,193 47,227

Share Price ₹303 ₹597 ~₹1,300+

Market Cap ~₹1.5 L Cr ~₹3.7 L Cr ~₹9 L Cr

₹47,227Cr
Net Profit FY2025

Up from ₹6,777 Cr in FY2018 — a 7x increase in seven years

0.4%
Net NPA FY2025

Down from 3.65% — one of the fastest NPA cleanups in Indian 
banking history

₹9LCr
Market Cap

From ~₹1.5 lakh crore in FY2018 to ~₹9 lakh crore in FY2025



Building India's Most Sophisticated Banking Technology
The Digital Transformation

Even as Bakhshi cleaned up the balance sheet, he simultaneously executed a digital repositioning that would redefine what an Indian bank could be.

Key Digital Products

iMobile Pay

Opened to non-ICICI Bank account holders — a platform decision, not just a bank 
app decision. Serving a market beyond its own customer base.

InstaBIZ

Comprehensive SME banking app — loan applications, overdraft, export-import, 
tax payments, current account management from a single interface.

API Infrastructure

4,600+ APIs enabling ecosystem banking partnerships with fintechs, e-
commerce platforms, and corporate ERP systems.

Digital Scale

• 160 million+ digital transactions per day
• Video KYC live across 22 products
• ICICI Stack: segment-specific digital ecosystems (healthcare, education, 

broking, government)

The Strategic Logic

Embed ICICI inside the ecosystems where customers already live — the hospital 
management system, the school payment gateway, the brokerage account —
rather than waiting for customers to come to the bank.



The Battle for Private Banking Supremacy
ICICI vs HDFC: The Rivalry

Metric (FY2025) ICICI Bank HDFC Bank

Total Assets ~₹26.4 L Cr (consol.) ~₹38+ L Cr

Market Cap ~₹9 L Cr ~₹14 L Cr

Net Profit ₹47,227 Cr ~₹60,000+ Cr

Digital Edge iMobile Pay, 4,600+ APIs Digital 2.0

Loan Growth Outperforming HDFC Market leader by size

NPA (Gross) ~1.9% ~1.3%

The Competitive Reality

ICICI Bank on a per-unit-of-asset basis has outperformed HDFC Bank on growth rates, 
return on equity trajectory, and digital adoption during the Bakhshi era. The gap in 
absolute size reflects HDFC's longer period of sustained compounding and the HDFC Ltd 
merger (2023).

ICICI's Digital Edge

Most observers rate ICICI Bank's digital infrastructure — iMobile Pay, InstaBIZ, API 
ecosystem — as ahead of HDFC Bank's offering for retail and SME customers. The 
platform strategy of opening iMobile Pay to non-customers is a structural 
differentiator.



The Empire Within the Bank
The Subsidiary Ecosystem: Hidden Value

ICICI Bank is not just a bank. It is a holding company for some of India's most valuable financial franchises — a constellation of listed and unlisted businesses that no mid-tier 
Indian bank can replicate.

ICICI Prudential Life Insurance
India's largest private life insurer. Market cap ~₹1 lakh crore. Listed on NSE and 
BSE. ICICI Bank holds 51.37% stake.

ICICI Lombard General Insurance
One of India's leading private general insurers. Market cap ~₹70,000+ crore. 
Listed. ICICI Bank holds 51.89% stake.

ICICI Prudential AMC
India's largest AMC by assets under management. Manages close to ₹10+ lakh 
crore. Unlisted as of 2024.

ICICI Securities
Retail broking and investment banking. Delisted after integration into ICICI Bank 
in 2024. The integration deepens cross-sell capability significantly.

These subsidiaries provide captive cross-sell revenue, capital monetisation options, and competitive differentiation that no mid-tier Indian bank can replicate. 
The sum of parts may significantly exceed the market's current valuation of the whole.



The Arc of Seventy Years
Peaks, Troughs, and the Drivers Behind Each

Period Peak Trough Driver

1955–1990 DFI dominance; industrial India funded Model obsolescence in late 1980s Liberalisation threatens project finance

1996–2007 Kamath retail revolution; India's EMI culture born First NPA cycle building Over-rapid retail expansion via DSAs

2007–2009 International expansion; 25% balance sheet 
offshore

2008 bank run; Infosys moves deposits Lehman crisis; retail NPA spike

2009–2015 Post-retail stabilisation; corporate book growth Corporate NPA crisis; 87% profit fall RBI AQR; infrastructure loan defaults

2016–2018 Partial recovery Videocon scandal; Kochhar arrested Governance failure; CBI investigation

2018–2025 Bakhshi turnaround; record profits; digital 
leadership

— One Bank One ROE; NPA cleanup; tech investment

DFI Era
1955–1990: industrial 

project finance

Retail Revolution
1996–2007: mass 

retail banking 
growth

Global Expansion
2007–2009: 

international 
footprint builds

Corporate NPA 
Crisis

2009–2015: stressed 
corporate loan cycle

Governance 
Scandal

2016–2018: 
leadership and 

oversight failures



What Could Go Wrong
Risks and Strategic Tensions

Risk Severity Assessment

Third NPA cycle HIGH Credit culture reforms are recent; macro downturn could test their durability

CASA compression MEDIUM Ratio fell from 49.6% (2019) to 39.6% (2023); higher funding costs, margin pressure

Fintech disruption MEDIUM Jio Financial Services (Kamath as Chairman) has Reliance distribution; potential 
structural challenger

International retreat LOW-MEDIUM Post-2008 global retrenchment; question of whether India-centric focus is permanent

Succession risk MEDIUM Bakhshi's term extended; next CEO transition will be watched closely given history

Regulatory tightening MEDIUM RBI's increased risk weights on unsecured lending affects credit card and personal loan 
growth

The bank's biggest historical weakness has been over-confidence at the top of credit cycles. The question is whether Bakhshi's cultural changes outlast Bakhshi —
and whether the next leadership team will have the discipline to resist the institutional temptation to grow at any cost.



What ICICI Bank Teaches Business
Five Strategic Lessons

1 Structural obsolescence is survivable — if recognised early
ICICI's development finance model was dying by 1990. The institutions that survived recognised this and transformed aggressively. Those that did not became irrelevant.

2 First-mover advantage in financial innovation is compounding
The floating-rate home loan, the EMI culture, the DSA model, the ATM rollout — each first-mover position became a durable market share advantage that took competitors years 
to match.

3 Growth without credit discipline is a deferred crisis
Both NPA cycles — retail (2008) and corporate (2015) — were the direct consequence of prioritising volume over quality at the top of an expansion cycle. The board's job is to 
constrain this institutional tendency.

4 Governance failures are existential threats to financial institutions
The Kochhar episode demonstrated that a governance scandal in a bank is not just reputational. It creates a crisis of confidence that is harder to recover from than a balance 
sheet crisis.

5 Turnarounds are cultural, not just financial
Bakhshi's lasting contribution may not be the NPA numbers — it may be the reorientation of the organisational culture around return on capital rather than growth. Whether that 
culture outlasts him is the defining question of ICICI's next decade.



Sources and Editorial Disclaimer
Primary Sources

Official ICICI Sources

ICICI Bank Annual Report 2024–25 | ICICI Bank Q4 FY2025 Performance Review | 
ICICI Bank Official History (icici.bank.in) | ICICI Group History 
(icicigroupcompanies.com)

Leadership and Analysis

Business Standard | BusinessToday | The Print | Open Magazine | Economic Times 
| Quartz India | RBI publications

Financial Data

Screener.in | TipRanks (IBN) | ICICI Bank investor relations disclosures

Governance and Regulatory

CBI public filings | SEBI orders | Directors Institute case study | iPleaders 
governance analysis

Editorial Disclaimer

This presentation is produced for educational and analytical purposes. All 
financial data is sourced from publicly available disclosures. This is not 
investment advice.
All figures are in Indian Rupees unless otherwise stated. Lakh crore = ₹1 trillion. FY 
refers to Indian financial year (April–March).

This case study is part of the RaisinGeorge.com series on Indian 
business institutions — analytical, independent, and editorially rigorous.


