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The Agentic AI ROI Gap in Financial
Services

And the 3 things winners are doing differently

47% 23-31% 73% 7%
Bank production deployment Report measurable ROI Broader RO! failure rate Insurers who've scaled
rate (McKinsey) successfully

Executive Summary

Financial services has become the most aggressive adopter of agentic Al of any industry — banks report production
deployment rates near 47%, the highest of any sector tracked (Al Hive).

Yet adoption and value creation have decoupled. Only 23-31% of enterprises report significant, measurable ROl from
agents already in production, even though 79-97% say they have deployed agents in some form (Vura0s, Accelirate). One
widely cited industry estimate puts bank and insurance Al pilot failure rates as high as 95% (NodeFeeds), and McKinsey's
global Al survey puts the broader ROI failure rate at 73% (Glenn Hopper / Deep Finance Dispatch). In insurance, despite near-
universal experimentation, only 7% of carriers have successfully scaled an Al initiative across the organization (Microsoft

Cloud Blog).

The gap is not primarily a technology problem. Across dozens of postmortems on failed and successful deployments,
the same root causes recur: institutions pick the platform before they understand the workflow, they scope agents too
broadly instead of targeting one bounded task, they skip the workflow audit that would reveal which processes actually
tolerate variability, and they treat governance as paperwork instead of engineering.

This paper sets out a practical method for avoiding that trap — how to map your own workflows, identify where they are
genuinely inefficient, judge where an Al agent can dominate a task versus where it will just add an expensive layer of
risk, and prioritize the handful of use cases that reliably pay back. It closes with the three organizational practices that
separate the institutions already capturing ROI from the ones still explaining why their pilot never scaled, and a full list
of every source used.

The State of the Gap

Nearly 1in 3 new Al use cases disclosed by the 50 banks in the Evident Al Index for Banks in Q1 2026 were agentic — up
from 15% one quarter earlier — with most concentrated in product and service operations, as banks shift from
enterprise-wide copilots toward function-specific, workflow-embedded deployments (Evident Insights). But only 38% of
those use cases reported outcomes at all, and just 15 of the 50 tracked banks disclose aggregate Al ROI (same source).

A separate analysis of Deloitte, McKinsey, and PwC data found that while 99% of financial companies intend to
implement agents, only 11% have actually succeeded — stalled by data governance and integration issues rather than
model quality (Forbes). Gartner projects that more than 40% of agentic Al initiatives will be cancelled by 2027 for the

same reasons: unclear business value, runaway cost, and weak governance (Joget).


https://aihive.global/blog/ai-agent-for-banking/
https://joget.com/ai-agent-adoption-in-2026-what-the-analysts-data-shows/
https://www.forbes.com/sites/kolawolesamueladebayo/2026/02/27/new-report-reveals-the-hidden-force-stalling-agentic-ai-in-finance/
https://evidentinsights.com/insights/banking-use-case-trends-q1-2026
https://www.microsoft.com/en-us/microsoft-cloud/blog/insurance/2026/02/09/microsoft-and-cognizant-delivering-on-the-promise-of-agentic-ai-adoption-in-insurance/
https://www.microsoft.com/en-us/microsoft-cloud/blog/insurance/2026/02/09/microsoft-and-cognizant-delivering-on-the-promise-of-agentic-ai-adoption-in-insurance/
https://glennhopper.substack.com/p/your-ai-agent-ran-five-times-and
https://nodefeeds.com/article/the-ai-paradox-why-95percent-of-bank-ai-pilots-failand-what--435524-0
https://www.accelirate.com/agentic-ai-statistics-2026/
https://vuraos.com/en/blog-estado-agentes-2026
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Why Programs Fail to Deliver ROI

Five root causes show up repeatedly across independent postmortems of failed financial-services deployments — and
each one is avoidable.

e Platform-first, not workflow-first. The most common mistake is selecting an Al agent platform before
mapping the actual problem. Enterprises that succeed start with a use case inventory — not a vendor
shortlist (Cygnet.one). “They're asking Al to execute on workflows without context about system handovers or
compliance boundaries. That isn't automation; that's risk,” one banking-technology executive told Banking

Dive.

® Scope creep at the agent level. Instructing an agent to “manage customer service” or “automate accounts
payable” is a design failure by itself. Agents that succeed are narrowly scoped to a single task with explicit
boundaries (Forbes).

e Data that isn't ready. Gartner predicts 60% of Al projects will be abandoned through 2026 without Al-ready
data; over 60% of finance leaders identify data governance and ERP integration complexity — not cost or ROI
measurement — as their foremost obstacle (jinba.io, Forbes).

e Edge cases treated as an afterthought. Happy-path demos are easy; real production traffic is not. Failing to
design for contradictory documents, high-risk customers, or ambiguous policy is one of the most consistent
reasons pilots stall — “the edge case is the product” (blog.byMAR.CO).

e Governance bolted on instead of built in. Institutions successfully scaling agentic automation established
audit trails, explainable outputs, role-based controls, and escalation paths first — as part of the architecture,
not a compliance step added after the pilot worked (Forbes).

Know Your Workflows: A Diagnostic for Finding High-
ROI Use Cases

Before evaluating a single vendor, map every candidate workflow against the criteria below. This is the step most failed
programs skip — and it is the single biggest lever for landing on a use case that actually pays back.

Step 1 — Inventory the workflow, end to end

For each candidate process (KYC/onboarding, fraud triage, claims intake, loan document review, contact-center
servicing, reconciliations, etc.), document the current manual sequence, every system it touches, and where a human
currently makes a judgment call. McKinsey's guidance is to map end-to-end workflows first, then identify the specific
steps where added autonomy would change the business outcome — not to redesign the whole function at once

(McKinsey).

Step 2 — Score each workflow on five factors
Factor What to look for Why it matters

Higher volume compounds even modest

Volume High transaction or case count .
per-case savings


https://www.mckinsey.com/capabilities/mckinsey-technology/our-insights/building-the-foundations-for-agentic-ai-at-scale
https://www.forbes.com/sites/kolawolesamueladebayo/2026/02/27/new-report-reveals-the-hidden-force-stalling-agentic-ai-in-finance/
https://blog.bymar.co/posts/agents-in-financial-services-2026/
https://www.forbes.com/sites/kolawolesamueladebayo/2026/02/27/new-report-reveals-the-hidden-force-stalling-agentic-ai-in-finance/
https://jinba.io/blog/why-ai-pilots-fail-banking-insurance-2026
https://www.forbes.com/sites/larryenglish/2026/04/30/the-five-failure-modes-holding-back-ai-agents/
https://www.bankingdive.com/spons/why-your-ai-pilot-will-fail-in-production-and-how-to-fix-it/811780/
https://www.bankingdive.com/spons/why-your-ai-pilot-will-fail-in-production-and-how-to-fix-it/811780/
https://www.cygnet.one/feeds/blog/ai-agents-enterprise-deployment-november-2025
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Factor What to look for Why it matters

. . . High exception rates signal friction an agent
Exception rate Above ~8% of cases require rework or escalation 'gh excep 's : g

can absorb
Boundedness Clear start/end state, structured decision logic Fully specn‘labl'e workflows are the
strongest candidates
Clean, accessible, integrated data across Poor data quality is the top cause of

Data readiness systems abandoned pilots

Cost of a wrong decision reaching a customer or Determines required autonomy level and

Error / compliance cost regulator checkpoint design

Step 3 — Apply a value-versus-feasibility filter

Gartner's Value vs. Feasibility framework and Deloitte's Value-to-Effort Matrix both filter candidates on the intersection
of business value and implementation feasibility, with Deloitte adding a hard cutoff: deprioritize anything with a time-
to-value beyond roughly 12 weeks (Cygnet.one). A useful shorthand: multiply exception rate by decision complexity by
data availability — the workflows that score highest on all three are where to start (Ezintegrations).

Step 4 — Separate “agent-ready” from “deterministic-only” work

Not every inefficient workflow should get an autonomous agent. The CFA Institute's guidance is direct: if you can write
the exact sequence of steps in advance, use a deterministic, rules-based workflow instead — reserve agents for tasks
that can tolerate variability. Month-end close, reconciliations, and formal compliance reporting do not qualify for full
agent autonomy (Glenn Hopper / Deep Finance Dispatch). This distinction is where many programs lose money.


https://glennhopper.substack.com/p/your-ai-agent-ran-five-times-and
https://ezintegrations.ai/agentic-ai-strategy-enterprise/
https://www.cygnet.one/feeds/blog/ai-agents-enterprise-deployment-november-2025
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Where Al Agents Dominate in Financial Services

Applying this diagnostic across banking and insurance consistently surfaces the same shortlist of high-ROI, agent-ready

workflows — all high-volume, bounded, and rich in structured data:

m Typical impact Payback Why it fits

KYC/AML onboarding &
case assembly

Fraud detection &
investigation

Commercial loan
document processing

Claims intake &
adjudication (insurance)

Contact-center servicing &
containment

Underwriting & quoting
(insurance)

Up to 90% reduction in
onboarding time; 30% cut in
staff workload

20% average improvement, up
to 300% in specific categories;
45% faster resolution

Analyst time per file cut from 14
hrs to 3.5 hrs; 250% 24-mo ROI

60-80% faster settlement; 30%
+ efficiency gains

30-40% cost-to-serve
reduction; 50-90% faster on
routine cases

5x-10x faster time-to-quote;
70% lower turnaround on
straight-through cases

Weeks to a few
months

3.4-7 months

~6 months to
stabilize

3-6 months for
bounded claim
types

3-6 months

Weeks for
bounded product
lines

High volume, structured decision
rules, existing human checkpoint

Pattern-rich data, tolerates
iterative refinement, clear
escalation path

Bounded document set,
repeatable extraction logic

High volume, clear approval
criteria for standard claims

Bounded intents, high call
volume, mature escalation
tooling

Structured risk data, rules-based
pricing for standard risk

By contrast, month-end close, reconciliations, and compliance report drafting — while genuinely inefficient in most
institutions — consistently belong in the “keep deterministic, add human-led Al assist rather than autonomy” category,
because the cost of an undetected error is high and the process must be exactly reproducible for auditors (Glenn Hopper /
Deep Finance Dispatch). Treating these the same way as fraud triage or claims intake is one of the more expensive

prioritization mistakes institutions make.

The 3 Things Winners Are Doing Differently

Once the right use cases are identified, three organizational practices determine whether the program actually converts
into ROL.

PRACTICE ONE
Appoint an accountable agent owner with real authority

56% of organizations have now named a dedicated “Al agent owner” or “agentic ops” lead, up from 11% in
2024 — and the institutions seeing the best returns give that person executive authority to kill an
underperforming program and reallocate its budget, not just technical oversight (VuraOS).



https://glennhopper.substack.com/p/your-ai-agent-ran-five-times-and
https://glennhopper.substack.com/p/your-ai-agent-ran-five-times-and

THE AGENTIC Al ROI GAP FINANCIAL SERVICES

48% of financial institutions have created dedicated roles for supervising Al agents. One wealth-management
deployment that rotated human supervisors across agent workflows every six weeks saw a 35% increase in
error detection with no change to the underlying model (Forbes).

PRACTICE TWO

Engineer bounded autonomy — governance built in, not bolted
on
Winners build an “agent control plane” as core infrastructure — OAuth-scoped service identities, deterministic

policy gating for high-risk actions, immutable audit logging, and a tested kill switch — rather than a policy
document written after deployment (Sebastien Rousseau).

Consequential, hard-to-reverse actions (credit denials, account closures, large wire authorizations, regulatory
filings) require human-in-the-loop approval. High-volume, reversible, tightly bounded actions can run human-

on-the-loop once kill-switch infrastructure is mature. The FSB's June 2026 sound practices now require this
distinction with full audit trails.

PRACTICE THREE
Measure hard operational economics before scaling

Winning institutions instrument a bounded workflow with concrete unit economics — cost per case, error rate,
containment rate, and payback period calibrated to that specific function — instead of judging every agent
against a single enterprise-wide ROl benchmark (VuraOS).

AWS's own guidance follows the same sequence: establish a cost baseline, choose the appropriate autonomy
level for the risk profile, set success targets with a clear break-even timeline, and build in explicit decision
points for terminating non-performing agents. Sales and servicing agents typically pay back in 3.4-7.3 months;
finance and operations agents run closer to 8.9 months.
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Proof Points: What Winning Looks Like in Practice

JPMorgan Chase runs 450+ Al use cases in production daily, including its COIN platform, which parses 12,000
commercial credit agreements a year — a process that previously consumed 360,000 lawyer-hours — while cutting
error rates by 80% (Al Monk Labs).

Allianz's Project Nemo uses one orchestrating agent directing seven specialist agents to cut claims processing time by
80% for food-spoilage claims (Insurance Edge).

A mid-sized German bank's pilot illustrates that discipline matters as much as technology: an initial $750,000 budget
produced only modest gains until the bank added dynamic compute scaling and a confidence-threshold system for
human handoffs, cutting annual costs by 40% ($450,000 in savings) with no layoffs — 300 staff were retrained to
supervise and handle escalations instead (Agents Society).

Genesys reports a large Brazilian bank cut service costs by 30% and total ownership costs by roughly 15% while raising
Net Promoter Score by 22 points after unifying its Al-powered contact-center platform with its CRM (Streetinsider).

Every one of these results shares the same structural feature identified in the diagnostic above: a bounded, high-
volume, well-specified workflow — not a general-purpose assistant deployed enterprise-wide.

The Regulatory Backdrop Raising the Stakes

Getting governance right is no longer optional risk management — it is becoming a legal deadline, and institutions that
already build it into their architecture will absorb these requirements almost for free.

m Key reqUirement

Credit scoring & life/health insurance pricing classified

. high-risk; requires impact assessments and human-in- Enforceable Aug
EU Al Act, Annex European Union the-loop controls; fines up to €35M or 7% of global 2,2026
turnover
230 control objectives spanning governance, data, .
FS Al RMF United States model lifecycle, monitoring, third-party risk, consumer ;gtz)gShEd etk
protection
FSB Sound Practices Global 12 sound practices on boa.rd a.ccountablllty, Ilfecycle Published Jun 10,
for Agentic Al (G20/FSB) management, dual authorization above transaction 2026; comments
thresholds, audit trails close Jul 22, 2026
FINRA 2026 Annual Treats agentic Al as a supervisory system under Rule .
. . . .. . In effect since
Regulatory Oversight United States 3110; requires documented agent policies, escalation
. . Dec 2025
Report rules, kill switches
Model Al Governance Singapore Bounding autonomy/access, human accountability at Published Jan 22,
Framework for (IMDA) checkpoints, technical controls, transparenc 2026 (voluntary)
Agentic Al P ’ ’ P i 4
Article 6(f) UAE (CBUAE) Mandatory immediate-stop capability for any agent In effect since
“emergency brake” exhibiting erratic behavior Feb 2026


https://www.streetinsider.com/Business+Wire/Genesys+Reports+Record+Fourth+Quarter+as+Organizations+Accelerate+the+Adoption+of+AI-Powered+Experience+Orchestration/26220321.html
https://agentssociety.ai/news/use-case-lab-mqfeo7le-ab0439
https://insurance-edge.net/2026/03/09/more-agentic-ai-is-being-deployed-says-evident/
https://aimonk.com/agentic-ai-examples-enterprise-roi-case-studies/
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A Practical Checklist for Getting It Right

Before funding the next agent pilot, an institution should be able to answer yes to each of the following:

] Workflow-first: Has the candidate workflow been mapped end to end, scored on volume, exception
rate, boundedness, data readiness, and error cost — before any vendor was contacted?

] Right category: Has the workflow been explicitly sorted into “agent-ready” versus “deterministic-
only” rather than defaulting every inefficiency to agentic autonomy?

] Narrow scope: Is the agent scoped to one specific task with explicit boundaries, rather than an open-
ended department-level mandate?

] Data readiness: Is the data the agent depends on clean, integrated, and accessible across the systems
it touches — validated before build, not discovered during it?

] Ownership: Is there one named individual with executive authority — not just a technical lead — who
controls budget and can kill an underperforming program?

] Bounded autonomy: Is there a documented, action-by-action answer to which decisions require
human approval versus monitoring only, backed by an audit trail and a tested kill switch?

] Unit economics: Has a cost-per-case and payback-period target been set for this specific function,
with a defined point at which the program will be shut down if it misses?

Institutions that can check every box are the ones already showing up in the disclosed-ROI numbers cited throughout
this paper. Institutions that cannot are statistically the ones Gartner expects to cancel their programs by 2027 (Joget).

Conclusion

The agentic Al ROI gap in financial services is an organizational-design problem wearing a technology costume. The
underlying models already deliver measurable results in dozens of documented deployments, from JPMorgan's COIN to
a mid-sized German bank's cost turnaround — the institutions capturing that value did it by mapping their workflows
before picking a platform, sorting candidates correctly between agentic autonomy and deterministic automation,
scoping each agent narrowly, naming an accountable owner, engineering governance into the system from day one, and
measuring unit economics against function-specific benchmarks rather than a single enterprise-wide number.

Asregulatory deadlines — the EU Al Act's August 2026 enforcement date chief among them — convert governance from
best practice into legal requirement, the gap between institutions that already operate this way and those still
explaining a stalled pilot is likely to widen before it narrows.


https://joget.com/ai-agent-adoption-in-2026-what-the-analysts-data-shows/
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e Digigt — 10 Al Agents in Insurance Use Cases (2026)
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