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Background 
and Concept  

In recent years, artificial intelligence (AI) has evolved at an 
extraordinary pace. The world was captivated by Generative 
AI, systems capable of creating new content based on human 
prompts. Today, the spotlight has shifted toward a new 
generation of AI known as Agentic AI. Agentic AI has been 
considered among the most strategic technologies of 2025, 
with the potential to transform operations across many 
industries. For the banking sector, this technology could act as 
an intelligent assistant capable of assessing situations, making 
decisions, and executing tasks automatically, a concept 
referred to as Autonomous banking.

 Autonomous banking, often called "self-driving finance," 
represents the next major evolution, post digital banking, in 
the financial industry. Autonomous banking refers to the 
usage of integrating agentic AI, systems that can perceive, 
decide, and act independently to manage financial tasks with 
minimal human intervention. The vision is to create an invisible 
bank that proactively handles a customer's financial life, from 
optimizing savings to executing payments. By that, the bank 
moves from services and tools’ provision to the act of being a 
partner, that works in the background continuously analyzing 
customer’s financial life, anticipating customers’ needs, and 
executing actions, like optimizing savings, negotiating better 
rates, or paying bills, all within pre-approved boundaries.

   Adopting an autonomous-first approach is essential for 
banks to meet rising expectations and remain future ready. 
The approach is being driven by three converging forces; 
advancements in AI (the leap in advancements technology 
from traditional AI to Generative to Agentic AI ), rising 
customer expectations, in addition to the fact that bankers 
are demanding more intelligent and adaptive systems amid 
economic pressures and expanded  regulatory compliance 
frameworks.
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Autonomous banking represents a transformative approach 
to financial software delivery that balances innovation 
acceleration with regulatory compliance and risk management, 
promising a future where finance is more efficient, 
personalized, secure, and accessible. Thus, benefiting both 
the bank and the customers, as follows:  

- Benefits for the bank: Autonomous banking transforms how 
financial institutions deliver technological solutions by 
creating frameworks that simultaneously address speed, 
quality, security, and compliance requirements, as follows:

•	 Advanced banking strategic and decision-making 
capabilities: 

Integrating Agentic AI shifts the banks’ capabilities, 
compared to the age of traditional and GenAI, in the domain 
of decision making and achieving objectives, making it 
more independent, driving innovation and seeking human 
assistance, only when needed. Examples of such genetic AI 
tasks: analyzing data from multiple sources to plan 
strategies, collaborating with AI to divide tasks, such as 
data analysis and report generation, integrating with other 
software and tools and learning and improving workflows.

•	 Increased Operational Efficiency and Reduced Manual 
Intervention: 

As autonomous banking deploying agentic AI represents a 
paradigm shift, with banks employing a “workforce” of AI 
agents (or digital factories) that can collaborate to perform 
end-to-end tasks autonomously, humans are only required 
for exception handling, oversight, and coaching. Thereby, 
as per McKinsey (2025), given that each human practitioner 
can typically “supervise” 20 or more AI agent workers, the 
productivity gain can be significant: anywhere from 200 to 
2,000 percent. As a result, human errors are reduced and 
employees can be devoted to higher value strategic tasks.

•	 Saved Costs: Banks can achieve significant savings in 
operational overhead. Studies, McKinsey and Deloitte 
(2025), highlight that digital banking solutions can 
reduce administrative costs by up to 30.

•	 Increased availability and enhancing customer 
experience and trust: Automated systems, such as 24/7 
chatbots and automated onboarding, allow for 
seamless scaling of services without increasing 
headcount. Additionally, Autonomous systems analyze 
customer behavior, transaction history, and financial 
needs to provide tailored financial advice, products, 
and proactive recommendations. Furthermore, 
implementing biometric access and blockchain 
technology enhances security, increasing customer 
confidence in digital services. 

Benefits of 
Autonomous 
Banking 
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•	 Enhanced real-time fraud detection: Advanced 
algorithms identify suspicious patterns in real-time, 
reducing financial losses from cyber-attacks.

- Benefits for the customer: the objective of autonomous 
banking is to create a financial experience that is invisible, 
intuitive, and intelligent, fundamentally changing the 
customer's relationship with their money, through: 

•	 Proactive financial management: The autonomous 
bank anticipates what's coming and acts to keep the 
customer on track, providing regular insights based on 
data algorithms.  

•	 Effortless, frictionless Experience: In autonomous 
banking, tedious tasks as filling forms and going through 
prolonged process  of KYC disappears towards a 
seamless process. 

Adopting Autonomous banking and using agentic AI is going 
to shape the future of banking; it is already changing the 
present. Getting it right is not just one more operational 
decision, but a strategic necessity. Steps are as follows: 

•	 Building digital factory of AI agents and using them 
effectively on an ongoing basis, a process that requires 
commitment, across operations. 

•	 Putting the right people in place: This will be depending 
on identifying the required resources, including a 
DevOps (software development and IT operations) 
team, financial crime team leaders and managers, and 
financial crime or KYC analysts, who leverage deep 
domain knowledge to instruct the agent workforce, 
including reviewing outputs, high-end decision-making, 
and exception handling.

•	 Being clear on the process: Process flows should be 
broken down into distinct, independent capabilities so 
that banks can train and optimize AI bots effectively.

•	 Investing in technology: Technology is a vital element 
in the equation, with leading banks prioritizing the 
following:

- A scalable and modular structure with access to 
foundation models.

- A business-friendly user interface to promote 
collaboration between AI agents and human supervisors.

- Access to under-the-hood computing infrastructure 
(via cloud or on-prem) to enable AI models to operate at 
scale and (in some cases) in real time

Steps to deploy 
Autonomous 
banking 
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•	 Aiming high on data: Data quality is a primary concern 
for many financial institutions, and AI can help them 
identify and remediate data quality issues quickly. 
Moreover, some banks are building frameworks that 
use AI to automatically detect, assess, and enhance 
data across dimensions. Key components include the 
following:

- A modular setup with components that can be 
leveraged across processes (within KYC/AML but also 
in business lines such as credit)

- A clear road map for moving unstructured data 
(onboarding forms, policy documents, registration 
documents) into the analytics infrastructure and a 
framework of tools and AI (including agents) that 
monitor, detect, and report data quality issues

•	 Optimizing risk management: Banks should prioritize 
creating a dedicated risk management framework and 
system for ongoing risk monitoring, including but not 
limited to data protection and intellectual property 
infringement.

•	 Embracing change management: A comprehensive 
management approach can guide practitioners in their 
new roles.

Although Autonomous banking using Agentic AI can plan and 
execute tasks autonomously, overreliance on its decisions and 
operations, without rigorous verification and oversight can 
undermine a bank’s credibility and potentially affect overall 
financial stability. Some of the challenges are in the domain of: 

•	 Decision-Making: Agentic AI can independently think, 
plan, and make decisions, making oversight more 
complex compared with previous generations of GenAI 
that used to be primarily executed step-by-step human 
commands. In this context, despite the importance of 
manual review, it risks becoming a bottleneck when 
outpaced by the speed of AI-driven outcomes.

•	 Cybersecurity: To make decisions and perform assigned 
tasks, autonomous banking systems require access to 
vast amounts of sensitive banking data, creating 
expanded vulnerabilities and making them prime 
targets for malicious attacks. 

•	 Regulatory and Compliance: Banking regulations 
mandate that institutions explain decisions—including 
loan denials—to customers and regulators. However, 
"black box" AI agents that cannot provide clear, 
auditable rationales for their actions fail this 
fundamental requirement, making explainable AI (XAI) 
an urgent compliance imperative.

Challenges of 
Autonomous 
Banking 
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•	 Algorithmic bias and fairness: Without careful 
oversight, AI systems may reinforce existing biases 
present in historical data.

•	 Skill Development: The shift to autonomous banking 
exposes a critical training gap: Employees lack the skills 
to work alongside AI, while traditional roles risk erosion 
without clearly defined replacement pathways. This is 
compounded by a deep trust deficit, as workers fear 
displacement rather than viewing AI as a tool for 
augmentation.

Given the challenges embedded in Autonomous banking 
implementation, precautions and additional process are 
needed to be induced in the following domains: 

•	 Decision-Making: Banks must design workflows that 
enable collaboration between humans and Agentic AI, 
ensuring all processes comply with regulatory 
standards and ethical principles. While human 
oversight may slow operations slightly, it enhances 
reliability and security. Additionally, banks should 
rigorously test Agentic AI before deployment. 

•	 Cybersecurity: Banks must implement robust 
cybersecurity measures to protect against both data 
theft and attacks designed to manipulate AI into 
making incorrect decisions. Also, banks must 
strengthen security measures for Agentic AI used 
internally and in customer-facing services, while 
preparing to counter cyber threats that leverage this 
technology. 

•	 Regulatory and compliance: Controlling the "black 
box" problem in banking requires a multi-layered 
approach that combines advanced technical tools with 
robust governance frameworks. The goal is not just to 
open the "black box," but to build systems that are 
inherently auditable and understandable

•	 Algorithmic bias and fairness: Proactive auditing and 
diverse training data are essential to mitigate 
discriminatory outcomes.

•	 Skill Development and employee communication: 
Banks should accelerate employee training to develop 
key competencies in the Agentic AI era, including 
understanding Agentic AI capabilities and limitations 
and supervising AI operations.

Overcoming the 
Challenges in 
Implementing 
Autonomous 
Banking
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The Autonomous Finance Market size is expected to reach 
USD 12.81 Billion in 2034 from USD 1.99 Billion (2025).  Some 
of the leading examples of adopting Agentic AI (Autonomous 
Banking tools) are:

•	 Commonwealth Bank, a leading bank in Australia:

The bank implemented an Agentic AI powered chatbot called 
“ChatIT” to automatically resolve internal IT issues for its 
employees. Within six months of deployment, “ChatIT” helped 
save approximately 2000 employees hours, while helping 
staff to dedicate more time to adding activities such as 
improving customer service. 

•	 JPMorgan Chase & Co.,  an American multinational 
financial institution:

Adopted an Agentic AI tool designed to extract Key 
information from contract documents and assist employees in 
answering related questions. Unlike GenAI Chatbot, this tool 
doesn’t respond instantly, instead, it translates user inquiries 
into code, processes them, and retrieves information from 
internal databases.

The testing results showed that the Agentic AI achieved 95% 
accuracy in identifying critical details.  

•	 Rabobank, a leading bank in Netherlands

The bank utilizes three Copilot Studio agents handling 
customer self-service, voice-enabled support, and text-based 
retail/commercial banking; intent recognition routes queries 
to appropriate resolution paths. The bank reported 62% chat 
self-service rate (no human escalation)

•	 Banco Ciudad, a major commercial bank in Argentina:

The bank implemented Agentic AI in both customer service 
functions, such as sentiment analysis – and back-office 
operations like credit analysis. Following the adoption, the 
bank achieved cost savings of over USD 75,000 per month.

Successful 
Banking Cases
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•	 MUFG , Ltd, Japan’s largest bank :

The bank announced an investment in LayerX, a Japanese 
start up specializing in AI and cloud platforms for managing 
expense reports and invoices. MUFG plans to leverage 
LayerX’s “AI workforce” platform to automate tasks such as 
creating marketing documents, drafting contracts , verifying 
customer financial data and accessing internal information to 
help employees generate documents more efficiently. The 
bank expects the AI workforce to reduce employee working 
hours by up to 200,000 hours per year.

•	 HDFC, a leading bank in India:

Adopted a customer facing AI through introducing “Eva” 
chatbot and AI driven credit scoring using Alternative data. 
The bank reported 6.5 M+ queries answered in first 6 month.
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