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M O R E  S A L E S ,  F E W E R  T I C K E T S .

The leading AI that resolves
customer issues on its own
Tidio Lyro is the AI agent for customer service. It
recommends products like an experienced

shopping assistant, captures leads, closes sales,
and resolves customer issues end to end. No army

of engineers required.

Tidio Lyro’s average resolution rate vs. the industry average

Industry average

53%

72%

Mar 2025 Jun 2025 Sep 2025 Dec 2025

Market data: Contentsquare; Tidio Lyro’s resolution rate 
represents the average across all customers.

Resolve 72% of customer queries with an AI agent that

acts, not just chats. Tidio Lyro gets to work immediately,
using your product catalog, knowledge base, and

conversation history. Issues are handed off to people
only when necessary.

Invite Tidio Lyro to join your team
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Foreword
Banks have used chatbots for years, but the pre-ChatGPT generation

rarely felt like a conversation. Most systems followed decision trees,

matched keywords, and returned scripted answers. They could

deflect simple questions, but they often failed as soon as a customer

used unexpected language, combined several issues, or needed the

system to understand context. Too often, the customer’s real task

became finding a way past the bot.

Generative conversational AI changes what is technically possible. In

only the past few years, systems have become much better at

understanding natural language, working across a bank’s knowledge,

and maintaining context through a conversation. That makes a more

useful service model possible: routine help can be immediate, while

human expertise becomes easier to reach when a situation is

complex, sensitive, or consequential.

The technology is ready to do substantially more, but banking is a

difficult proving ground. A poor answer from a retail chatbot is

frustrating; a poor answer about a payment, disputed transaction,

credit product, or financial hardship can cause real harm. Banks

therefore face a tighter set of obligations than most companies

around privacy, explainability, conduct, security, and accountability.

Those obligations should shape implementation, not become an

excuse to delay it indefinitely.

Customer expectations have changed faster than most banking

service models. People are becoming accustomed to asking a

question in natural language and receiving a useful answer

immediately. They will not distinguish between a bank’s chatbot,

search function, help center, and mobile application. They will judge

the whole experience by whether it understands the request, uses

the right information, completes the next step safely, and knows

when to involve a person.

This is where newer systems differ from traditional frequently asked

question bots. A useful banking assistant should work from bank-

controlled knowledge, recognize the relevant customer context,

guide onboarding, explain verification requirements, provide
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payment updates, and answer questions about products or card

limits. The evidence in this report shows that these capabilities are no

longer hypothetical. The goal is not unlimited freedom for the model

but a bounded role, verified information, clear permissions, and a

reliable route to a human advisor.

My strongest view is that containment alone is the wrong measure of

success. A conversation that never reaches an employee can still

leave the customer confused, generate a repeat contact, or become

a complaint. Banks should measure resolution, satisfaction, repeat

contact, escalation quality, and cost together. If automation improves

one while damaging the others, it has not improved the service.

I also see competitive advantage moving away from access to any

particular model. Models will continue to improve and become more

interchangeable. The advantage that lasts will come from the

knowledge connected to them, the workflows built around them, the

quality of evaluation, and the discipline with which a bank limits and

monitors their actions.

Banks do not need to automate everything to move decisively. They

should choose a narrow, high-volume service problem, establish a

measurable quality baseline, and expand only when the evidence

supports it. In banking, trust is not a constraint on innovation; it is the

condition that allows innovation to scale.

Tytus Golas Founder and Chief Executive Officer, Tidio

1. Executive Summary
Deployment is widespread, comprehension is not. The latest

published United Kingdom (UK) supervisory survey found 75% of

financial firms using artificial intelligence (AI) and another 10%

planning to; 46% reported only partial understanding of their

systems, while just 2% of use cases ran fully autonomously.1

Published in November 2024 and republished by the Financial

Conduct Authority (FCA) in December 2025, it remains the last

verified reading while a new edition is run in 2026.1,2
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Evidence is strongest inside the bank and thinnest at the customer

boundary. Banco Bilbao Vizcaya Argentaria (BBVA) has taken

ChatGPT Enterprise past 100,000 employees, JPMorgan Chase

reaches roughly 250,000, and Citi trained 175,000 employees across

80 markets.3,4,5,6 Customer assistants also operate at scale—Bank of

America’s Erica reached 24.6 million active users in the second

quarter of 2026—but banks disclose little about containment, cost, or

service quality.7

Disclosure, not capability, now separates the leaders. Only 38% of AI

use cases announced by the world’s 50 largest banks in the first

quarter of 2026 reported any outcome, and 15 of those 50 publish an

aggregate return figure.8 DBS Bank—originally established as the

Development Bank of Singapore—has committed to a single annual

economic-value number since 2022. It reported roughly S$1 billion

for 2025 from data analytics and AI/ML in its annual report,

benchmarked against control groups rather than simply asserted.9,10

Most of its peers publish nothing comparable.

Regulatory obligations are becoming more specific—but not

uniform. European Union (EU) customer-transparency duties took

effect on 2 August 2026 while high-risk obligations were deferred;

Germany’s Federal Financial Supervisory Authority (BaFin, from its

German name Bundesanstalt für Finanzdienstleistungsaufsicht)

now enforces the chatbot duty.11,12 United States (US) agencies

excluded generative and agentic AI from the scope of revised model-

risk guidance, leaving them subject to banks’ broader governance

frameworks.13 The European Central Bank (ECB) requires significant

institutions to submit AI-enabled cyber-threat action plans by 31

October 2026.14 The difference is one of regulatory architecture and

timing, not a simple split between stricter and looser markets.

Chatbots are becoming service orchestrators. Bank of America’s

Erica supports everyday financial management and proactive

guidance; PKO Bank Polski’s IKO voice assistant can execute

transfers, change limits, and repay card debt; and Bank Millennium’s

Milla was designed to answer account questions and execute defined

transactions.7,15,16,17 The opportunity is broader than deflection, but

the control requirement rises sharply once a bot can move money or

influence a regulated decision.
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The conclusion is implementation. Banks have credible uses for all

four layers of AI: predictive models, customer-facing conversational

systems, employee copilots, and agentic workflow execution. Their

different risks call for controls proportionate to what each system

can see, decide, communicate, and execute, not a blanket limit

on adoption.

The report first distinguishes the four technology layers, then

examines customer service, internal deployment, and agents.

Regional chapters explain the applicable rules before the final

sections bring the evidence together into management lessons and

an operating checklist.

2. How Banks Are Putting AI to Work
“AI in banking” has become a phrase that obscures more than it

describes. Four distinct technologies sit behind it, with materially

different uses and controls, and most large banks run all four

simultaneously—sometimes inside a single customer journey.

Implemented well, they form a practical progression: predictive

models improve decisions, conversational systems improve access to

service, copilots improve employee work, and agents execute

bounded workflows.

2.1 Predictive Models
Fraud scoring, transaction monitoring, credit decisioning, and

market-risk models have operated for years. Many are probabilistic

rather than deterministic, so the distinction that holds is not that they

are inherently stable or explainable but that banks have longer-

established validation, monitoring, documentation, and model-risk

processes for them. Their principal risks are bias, drift, and

unexplained decisions; formal validation and outcome monitoring

make deployment possible. They carry much of the sector’s

established AI value and sit mostly outside this report’s focus.

Example. OCBC Bank reports that AI supports about six million

decisions each day, ranging from personalized credit-card offers to
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fraud detection.18 This illustrates the scale of predictive AI already

embedded in routine banking rather than introduced as a separate

customer product.

2.2 Customer-Facing Conversational Systems
Chatbots and voicebots answer questions, retrieve information,

guide onboarding, route service cases, and—when connected to

authenticated banking rails—execute bounded actions. They are the

most visible layer and carry immediate conduct, privacy, fraud, and

reputational exposure because model output reaches the customer

directly. Clear escalation rules and transaction confirmation, backed

by continuous quality review, allow banks to use this layer safely

rather than avoid it.

Examples. Bank of America’s Erica supports account servicing,

money movement, bill payment, financial insights, and connection to

specialists.7,19 PKO Bank Polski’s IKO voice assistant goes further into

bounded transactions: customers can use it to make transfers,

change limits, and repay card debt.15

2.3 Employee Copilots
Retrieval, drafting, summarization, meeting support, and coding tools

serve relationship managers, analysts, developers, and service staff.

Human review and access controls reduce external harm, but they do

not make the layer automatically safe: confidential-data leakage,

hallucinated policy, automation bias, and inadequate verification

remain material risks. Because employees can verify outputs before

acting, this is often the most practical entry point for generative AI.

Example. BBVA expanded ChatGPT Enterprise to roughly 120,000

employees across 25 countries. In one documented workflow in Peru,

more than 3,000 employees use the system, and the bank and its

model provider report that average query-handling time fell from

about 7.5 minutes to about one minute.3,6
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2.4 Agentic Workflow Execution
Agentic systems plan and complete multi-step work across

enterprise tools within a defined permission set. Excess authority is

the principal risk, alongside cascading errors and weak traceability.

Permission limits, continuous monitoring, complete logs, and a

tested stop mechanism are prerequisites for deployment. Publicly

announced agentic applications represented 31% of new banking AI

use cases tracked by Evident in the first quarter of 2026, up from 15%

in the previous quarter; the dataset measures announced use cases,

not the full population of deployments.8

Example. PKO Bank Polski has deployed an internal agent that

classifies and supports responses to incoming customer email. The

agent has its own digital identity inside the bank, while employees

retain decision authority—a concrete example of bounded agency

rather than uncontrolled automation.20

The supervisory problem is that generative and agentic systems do

not fit neatly into controls designed for traditional quantitative

models. Outputs are probabilistic and can be fabricated, and they

may change after a model or orchestration update. In April 2026, US

banking agencies expressly excluded generative and agentic AI from

revised model-risk guidance while stating that banks’ broader

governance should determine appropriate controls.13 The exclusion

defines the guidance’s scope; it says nothing about whether these

systems are governable or lower risk.

Across acquisition and service, credit, payments and operations,

financial crime, and internal support, no current independent

estimate of realized sector-wide value was identified for this report.

The stronger evidence is narrower: banks tracked by Evident

announced nearly 50% more AI use cases during 2025, yet only 38%

of use cases announced in the first quarter of 2026 reported any

outcome, and only 15 of the 50 banks in the dataset disclosed an

aggregate return figure.8 That evidence supports workflow-level

business cases with explicit baselines; it does not support a precise

claim for the value of AI across global banking.

O U TC O M E  D I S C LO S U R E

38%
of use cases announced in
the first quarter of 2026
reported any outcome, and 15
of the 50 banks disclosed an
aggregate return
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3. What Banks Are Doing With Chatbots
The customer-facing deployments examined for this report are a

small and self-selected sample because banks disclose successful

programs more readily than unsuccessful ones. Even within that

limitation, effective designs share a recognizable structure.

Informational and self-service traffic can be fully automated.

Transactional requests can be automated with confirmation steps

and constrained action scopes. Complaints, hardship, disputes, fraud,

and bereavement should remain human-led, with AI supporting the

advisor. This division allows banks to automate substantially without

treating every customer need as equivalent.

3.1 Current Deployments
Bank of America’s Erica supports account servicing, money

movement, bill payment, spending and balance insights, proactive

financial guidance, and connection to specialists. The bank discloses

adoption and interaction volume, but not an Erica-specific series for

containment or cost per contact.7,19

PKO Bank Polski’s IKO voice assistant supports transfers, balances

and transaction history, phone top-ups, payments, limit changes, and

card-debt repayment. The cited public account reports more than

one million conversations but does not provide a current

containment or satisfaction series.15

Bank Millennium’s Milla answers defined account questions and

executes defined transaction commands. Launch materials from

December 2018 describe roughly 800 question types and 400

transaction commands; those figures have not been publicly

refreshed since, and this report treats the “first in Poland” description

as the bank’s launch claim rather than an independently established

market fact.16,17

Erica reached 20.6 million users and nearly 700 million interactions in

2025; in the second quarter of 2026, active users rose 23% year over

year to 24.6 million and interactions reached roughly 200 million.7,21

Nubank reports resolving about 55% of first-tier contacts without

AS S I STA N T  R E AC H

24.6 million
active users in the second
quarter of 2026, up 23% year
over year
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escalation across more than two million monthly chats; the figures

come from its model provider.22

Klarna is often described as having replaced 700 customer-service

employees with AI and then hired them back. The documented

sequence is different. In February 2024, Klarna said its new assistant

handled two-thirds of customer-service chats and performed work

equivalent to 700 full-time agents; it did not say that 700 employees

had been dismissed when the assistant launched.23 The company

had broadly frozen hiring in late 2023. By August 2024, its chief

executive described headcount falling mainly through natural

attrition, with recruitment continuing only for selected roles.24

Klarna’s filing with the US Securities and Exchange Commission

records full-time employees declining from 5,527 at the end of 2022

to 4,352 in 2023 and 3,422 in 2024, and links the reduction to a

strategy of lowering headcount and improving efficiency with AI.25

In May 2025, the company began recruiting a limited group of

flexible, remote customer-service workers so customers could always

reach a person. Chief Executive Officer Sebastian Siemiatkowski said

Klarna had focused too heavily on cost and that the resulting service

quality was too low, while stressing that the company was giving AI

more—not less—customer-service work.26 This was therefore a

correction to the service model, not a wholesale reversal of AI

adoption or a restoration of the former workforce. Later disclosures

said the assistant was doing the work of 853 full-time agents, had a

net promoter score of 73, and had generated $60 million in savings.

They also showed third-quarter service and operations costs rising

from $42 million to $50 million year over year.27 Those figures do not

establish that human recruitment cost more than the AI savings: the

cost line includes broader service and operations spending, and

Klarna has not published the cost of the hiring initiative separately.

The useful lesson is narrower. Automation volume and modeled labor

equivalence cannot substitute for direct measures of resolution

quality, repeat contact, escalation, and access to a human.

Human-augmented service is the more defensible pattern. Bank of

America pairs Erica with EricaAssist, deployed to more than 18,000

service representatives and surfacing answers in under three

seconds.28 Bank Millennium in Poland describes a deliberate two-

S AV I N G S  A N D  C O ST

$50 million
in third-quarter service and
operations costs, up from
$42 million a year earlier,
while the same disclosures
credited the assistant with
$60 million in savings
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level design in which bots take simple queries with an advisor always

one step away, while a second AI layer analyzes data and suggests

options to the human; the bank’s own conclusion is that a person

equipped with these tools is both more helpful and more effective

than either alone.29

Graduated autonomy is the cheapest control available. Monzo’s Ops

Agent works across a support surface of more than 150 distinct

customer intents and lifted resolution rates on transaction queries by

10 percentage points; the bank describes a staged rollout, beginning

with a phase in which humans reviewed every outbound message

before it reached a customer, then permission to speak to customers

directly under quality assurance on a sample of conversations, with

the sampling rate thinned only as confidence grew.30 Reading that

sequence as the transferable lesson, rather than the resolution-rate

figure, is this report’s inference and not a claim Monzo makes.

Disclosure duties now attach to this layer specifically, and one

supervisor has put an enforcement machine behind them. The EU’s

Article 50 transparency requirements, which oblige firms to tell

customers they are dealing with AI, have applied since 2 August

2026, the AI Act’s general application date, and were untouched by

the deferral of the high-risk regime.11,31 Germany shows what that

becomes once a national financial supervisor is wired into it. The

German implementing act entered into force on 29 July 2026,

making BaFin the market surveillance authority for AI systems

directly related to regulated financial activity. From 2 August 2026

BaFin enforces the transparency duty itself, so a chatbot in customer

communication must identify itself as one, and the authority can

impose fines for breaches.12 High-risk supervision—creditworthiness

assessment, insurance risk evaluation—follows on 2 December 2027,

tracking the deferred EU timetable.12 For any bank running a

customer assistant in Germany, the compliance question stopped

being theoretical a fortnight before the date of this report. Hong

Kong’s supervisor arrived at the same place by a different route two

years earlier, with a dedicated circular on consumer protection in

generative AI use in August 2024: dated, but not superseded.32

The United States offers no equivalent, and that absence is a finding

rather than a shortfall in the research. No federal consumer-side AI
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disclosure rule and no comparable federal measurement of chatbot

exposure was identified for this report. A US bank’s customer-facing

assistant is governed through general prohibitions on unfair,

deceptive, or abusive practices, and through the adverse-action

reasoning duties described in section 6—not through any duty to say

it is a machine.

4. Inside the Bank: Where the Evidence
Is Strongest
Internal deployment carries a lower risk profile and, not

coincidentally, produces better-documented results. The same

archetypes recur across every market surveyed.

The enterprise assistant. JPMorgan’s large language model (LLM)

Suite reaches roughly 250,000 employees, about half daily, and went

from zero to 200,000 onboarded users in eight months—the firm’s

own figure.4 The denominator excludes branch and call-center staff.

On time saved, the bank says “several hours per week”; more specific

ranges circulate in secondary coverage but could not be traced to a

verifiable source for this report, and are omitted.4 Citi had reached

roughly 140,000 employees across eight countries by the end of

2024 and expanded to 11 countries by April 2025, extended prompt

training to 175,000 employees across 80 locations that autumn, and

logged more than 6.5 million prompts across the year.5,33 Goldman

Sachs went firmwide after a pilot of roughly 10,000.34 Oversea-

Chinese Banking Corporation (OCBC Bank) announced on 24

October 2023 that it would extend its assistant to its entire 30,000-

strong workforce the following month.35

Internal knowledge retrieval. PKO Bank Polski’s szukAI serves more

than 16,000 employees searching the bank’s own documents,

up from 11,000 nine months earlier, and is the largest internal

retrieval deployment disclosed in the Polish market on the evidence

reviewed here.36

Developer assistance. Nearly 1,400 developers at PKO Bank Polski

and roughly 40,000 at Citi use coding assistants or agents.5,36

E N T ER P R I S E  AS S I STA N T

250,000
employees reached by
JPMorgan’s LLM Suite, about
half of them daily
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Commonwealth Bank of Australia, unusually, disclosed that its

Copilot rollout produced mixed results in utilization and efficacy.37

Research and meeting summarization. Morgan Stanley’s assistant

reached adoption above 98% of advisor teams, a figure carried on its

model provider’s customer page, and was later joined by Debrief for

client meetings.38,39

Correspondence triage. PKO Bank Polski’s first agent classifies and

supports inbound customer email under human decision authority.20

Measurement problems run through all of it. First, hours-saved

figures are often employee assessments rather than observed

output. Second, most exclude verification time. OCBC reports that

staff completed tasks roughly 50% faster even after including time

spent checking model output.35 Any vendor presenting a comparable

claim should be asked whether the same is true of theirs.

The most precise disclosed productivity metric in this report comes

from one BBVA workflow in Peru. More than 3,000 employees use it,

and the bank and its model provider report that average query-

handling time dropped from about 7.5 minutes to about one minute.3

The metric is specific and reproducible, although it remains bank-

and vendor-reported rather than independently audited. A survey

result such as “hours saved per week” measures perceived

productivity and belongs in a weaker evidence category.

5. From Copilots to Agents
Agentic applications reached 31% of newly announced banking use

cases in the first quarter of 2026, concentrated in product and

service operations.8 Yet public evidence remains thin: at an earlier

count, only 9 of the 50 largest banks had documented agents in pilot

or production, and only Bank of New York Mellon (BNY), Capital One,

and JPMorgan had disclosed supporting architecture.40

Current deployments favor bounded autonomy. Wells Fargo has

rolled out an agent platform to its workforce and, in August 2026,

joined the Agentic AI Foundation as a gold member, arguing that

open collaboration and interoperability are needed to make agents

V ER I F I E D  P R O D U CT I V I T Y

~50%
faster task completion at
OCBC, measured after the
time staff spent checking the
model’s output

AG E N T I C  S H A R E

31%
of newly announced banking
use cases in the first quarter
of 2026, concentrated in
product and service
operations
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useful across platforms; Goldman Sachs has piloted agentic software

development; and BNY has provided employees with a multi-agent

platform.41,42,43 PKO Bank Polski gives its correspondence agent a

digital identity inside the bank while retaining human decision-

making, and plans 30 more agents by the end of 2026 across

complaints, cybersecurity, transaction protection, and post-

sale support.20,44

Governance is fragmented. US model-risk guidance excludes

generative and agentic AI but still leaves banks exposed to

examination under general safety-and-soundness principles.13

Singapore’s proposed guidelines expressly cover autonomous agents

but are not yet final; India’s Framework for Responsible and Ethical

Enablement of Artificial Intelligence (FREE-AI) recommendations

assign accountability to the deploying institution and preserve

human override, but have not been adopted as Reserve Bank of India

(RBI) directions.45 Designing a common control baseline is therefore

cheaper than maintaining a separate architecture for every

jurisdiction, even though each legal regime applies only within its

own scope.

Payments expose an unresolved issue. The International Monetary

Fund (IMF) argues that adaptive systems acting under delegated

authority challenge laws written on the assumption that a human

initiated the transaction, and asks whether Know Your Customer

needs a “Know Your Agent” counterpart linking a transacting bot to a

legal entity.46 PKO Bank Polski’s digital identity is an early operational

answer, while the UK Treasury’s adoption plan shows that the wider

policy response is still forming.20,47 Hong Kong’s sandbox has also

tested AI-based checks on AI output, but no effectiveness data

were identified.48 The durable requirement is continuous evaluation:

autonomy that cannot be monitored and stopped cannot be

scaled safely.

The forms of AI described above can be deployed in every major

banking market, but the route to deployment is not the same

everywhere. The next chapters apply a common lens—what banks

have implemented and what they can demonstrate, set against what

supervisors require—to the United States, Europe and the United

Kingdom, Poland, and Asia-Pacific. The comparison matters because
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a control that is good practice in one market may be a legal duty

in another, while elsewhere it is only a supervisory expectation or

a proposal.

6. The United States
The United States provides the clearest example of institution-led

governance. American banks are deploying all four forms of AI, but

the federal framework has just been redrawn in a way that leaves

generative and agentic systems formally outside model-risk

guidance. Banks have considerable room to design their own

controls, alongside continuing safety-and-soundness and

consumer-protection obligations.

6.1 What the Largest Institutions Have Published
Beyond the enterprise assistants already described, the deployments

below merit specific attention.

Bank of America offers the longest continuous public record among

the deployments reviewed here, and its discipline lies in scoping.

Erica was not positioned as a substitute for human service; it was

expanded incrementally across eight years and paired with an

internal tool for staff.28 What its disclosure lacks is economic: volume

without cost.

Wells Fargo contributes a useful privacy-preserving architecture.

Speech is transcribed locally, scrubbed and tokenized internally, and

only then sent through a narrow external-model call for intent and

entity extraction.49 The design exchanges some conversational

richness for lower data exposure. Internally, the rollout of

Google Agentspace began with more than 2,000 staff, and

the bank announced generative and agentic tools for all

215,000 employees.42,50,51

Morgan Stanley is the methodological outlier. Its most transferable

contribution is the structured evaluation process used to

govern deployment.38
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6.2 Revised Model-Risk Guidance and Its Scope
On 17 April 2026 the Federal Reserve, Office of the Comptroller of the

Currency (OCC), and Federal Deposit Insurance Corporation (FDIC)

issued Supervision and Regulation Letter 26-2 (SR 26-2), replacing SR

11-7 and superseding the 2021 interagency statement on model risk

for Bank Secrecy Act and anti-money-laundering (BSA/AML)

systems.13 It is expected to be most relevant above $30 billion in

assets, narrows the model definition by excluding simple arithmetic

and deterministic rules, and replaces fixed validation cycles with a

risk-based schedule tied to purpose, changes, and data limitations.13

Generative and agentic AI sit outside the document’s scope, with

banks directed to apply their own risk practices.13 SR 26-2 is guidance

rather than a rule, but agencies retain authority over unsafe or

unsound practice; the absence of a prescribed method is therefore

not an absence of exposure.13 A promised request for information on

AI had been announced but not issued at the report date.52

Banks should build institution-specific controls now because older

model-risk concepts strain when applied to dynamic, probabilistic,

and autonomous systems.53

Consumer protection obligations are unchanged whatever the

enforcement climate. Creditors using AI must still give specific

adverse-action reasons under the Equal Credit Opportunity Act

(ECOA) and Regulation B regardless of model complexity.54 The

Federal Trade Commission (FTC) has pursued deceptive AI claims

under its Operation AI Comply sweep, an exposure that sits in

marketing copy as much as in models; the cited actions date from

September 2024, and no comparable sweep was identified for the

current administration.55 At state level, fragmentation should be the

planning assumption: Colorado’s AI Act was repeatedly delayed and

then substantially narrowed, stripping out its duty of care and

deployer risk-program obligations in favor of narrower disclosure.56

The US model is permissive in form but not consequence-free: banks

can choose the architecture, yet they remain accountable for

outcomes. Europe begins from the opposite direction, defining
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more of the obligations in legislation and allocating enforcement to

specific authorities.

7. Europe and the United Kingdom
Europe runs two regulatory philosophies simultaneously. The

European Union is building an AI-specific legal framework, while the

United Kingdom continues to apply technology-neutral financial

rules. The practical difference for a bank operating in both is larger

than the shared geography suggests, even when the underlying

chatbot, copilot, or agent is the same.

7.1 Brussels: Prescriptive and Deferred, but
Already Binding in Part
The AI Act took force on 1 August 2024, with prohibited practices

applying from February 2025 and general-purpose model

obligations from August 2025.57 Delays to standards, guidance, and

national supervision led to the Digital Omnibus.31

Regulation (EU) 2026/1744 took force on 27 July 2026.11,31 High-risk

obligations for standalone Annex III systems, including natural-

person creditworthiness and certain employment uses, moved to 2

December 2027; those embedded in regulated products moved to 2

August 2028.11 Earlier generative systems received until 2 December

2026 to comply with content marking, and member states have until

2 August 2027 to operate sandboxes.11

What did not move is precisely what bears on customer service.

Article 50 transparency kept its original schedule and has applied

since 2 August 2026, the AI Act’s general application date.11,31

Germany’s implementing act took force on 29 July 2026 and made

BaFin the market-surveillance authority for AI tied directly to

regulated financial activity. From 2 August it can enforce

transparency duties for systems interacting with people, including

customer chatbots; high-risk creditworthiness and insurance

requirements follow on 2 December 2027.12 The same authority now

H I G H -R I S K  D E F ER R A L

2 December
2027
when standalone Annex III
obligations bite for
creditworthiness and
employment uses, with those
embedded in regulated
products following on 2
August 2028
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examines both a bank’s prudential position and whether its assistant

identifies itself as AI.

Article 4 is separate: its AI-literacy duty has applied since 2 February

2025 and was changed from ensuring sufficient literacy to

supporting its development—an obligation of effort rather than

result.11,58 The Omnibus also added Annex XIV code AIH 0401 for

agentic AI, but this is administrative nomenclature, not a legal

definition or autonomy-based risk tier.11,59 Customer-facing

disclosure was not relaxed; the high-risk rules were deferred, with

transitional treatment for systems placed on the market before the

new dates until they are substantially modified.11

7.2 Frankfurt: Operational-
Resilience Requirements
For most euro-area banks, immediate supervisory pressure comes

through operational-resilience and information and communications

technology (ICT) risk frameworks as well as the AI Act. The Digital

Operational Resilience Act (DORA) is the EU framework governing

financial-sector ICT resilience. A European analysis that stops at

Brussels misses the ECB’s role.

The European Banking Authority (EBA) found no significant

contradictions between the AI Act and existing EU banking and

payments law, describing the Act as complementary to a sectoral

framework that already provides comprehensive risk management,

and identifying no immediate need to introduce new EBA guidelines

or revise existing ones. It did note that integrating the two

frameworks will take some effort, and that the co-existence of

prudential, conduct, and market-surveillance authorities makes

supervisory cooperation important.60

The ECB monitors AI through operational resilience and ICT risk.

Across roughly 110 significant institutions, use cases rose sharply; in a

13-bank workshop, about half had dedicated AI policies or

committees and none allowed post-deployment self-learning.61 In

June 2026 the European Systemic Risk Board (ESRB) warned that

frontier models can discover vulnerabilities and generate exploits
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faster than traditional remediation cycles.62,63 The ECB consequently

called on significant institutions to submit AI-enabled cyber-threat

action plans to their Joint Supervisory Teams by 31 October 2026,

with a horizontal analysis of the submissions to follow.14,64 Brussels

deferred some build obligations while Frankfurt accelerated

defense obligations.

7.3 London: The Technology-Neutral Approach
Under Scrutiny
The UK declined AI-specific rules in favor of existing regimes, with

Consumer Duty carrying much of the weight for customer-facing

systems.65 Its distinctive instrument is AI Live Testing, whose second

cohort from April 2026 includes Barclays, Lloyds Banking Group

through Scottish Widows, and UBS.66 Testing inside the regulator’s

own perimeter converts supervisory uncertainty into documented

dialogue before launch rather than after, a substantially different risk

posture from the EU’s conformity-assessment route.

In January 2026 the Treasury Committee found gaps in AI-specific

stress testing, Critical Third Party designation, and published senior-

manager accountability guidance, setting end-2026 deadlines for

action.67 His Majesty’s Treasury (HM Treasury) responded in its July

adoption plan with 10 recommendations, including a cross-regulator

guidance hub, faster provider designation, and agentic-payments

readiness.47 It also reported that 26% of UK adults trust general-

purpose AI for financial guidance, creating a strategic risk that banks

lose the advice-discovery channel.47

The latest published Bank of England/FCA survey found that one-

third of use cases were third-party implementations and 55%

involved some automated decision-making. Firms rated 16% as high

materiality—meaning potentially significant business or customer

impact—most commonly in general insurance, risk and compliance,

and retail banking.1,68 Although 84% named an accountable person,

most named at least three people or bodies, diluting ownership.1 A

fourth survey was underway in 2026; the 2024 figures should be

revisited when it appears.2

N A M E D  OW N ER S H I P
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accountable person for AI,
but most named at least
three people or bodies
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7.4 BBVA: The Anatomy of a Rollout That Scaled
BBVA expanded ChatGPT Enterprise from 3,300 licenses in 2024 to

roughly 120,000 employees across 25 countries by December

2025.6,69 Users of the 11,000-license phase reported saving 2.8 hours

weekly, and employees across the organization have since created

more than 20,000 assistants, although the evidence is bank- and

vendor-reported.3,69 The transferable decisions were secure access

to displace shadow AI, frontline distribution, leader training, and a

multi-model estate: almost the whole workforce holds licenses under

global agreements with both OpenAI and Google, and by April 2026

the average employee was using ChatGPT on 12 days a month and

Gemini on nearly nine.3,70

NatWest put about 25 of more than 275 explored use cases into

production, a useful measure of pipeline attrition.71 Commerzbank

launched Ava, an app-based avatar assistant built on Microsoft’s

Azure AI toolkit.40

These European rules define the regional baseline, but

implementation still depends on national institutions, local banking

structures, and language. Poland makes those differences visible. Its

banks are technically ambitious and its customer interfaces must

work in Polish, while its domestic supervisory architecture is still

taking shape.

8. Poland
Poland is a practical test of how the European story works at national

level. It warrants focused treatment for a concentrated banking

sector with genuine technical ambition, a language constraint that

larger European markets face less acutely, and a newly established

national supervisory architecture.

8.1 What the Banks Have Built
PKO Bank Polski, Poland’s largest bank, reports nearly 1,400

developers using a coding assistant, more than 16,000 employees

L I C E N S E  S CA L I N G

3,300
ChatGPT Enterprise licenses
in 2024, reaching roughly
120,000 employees
across 25 countries by
December 2025
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Polski’s szukAI, beside
nearly 1,400 developers on a
coding assistant
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using its internal-search tool szukAI, 1,500 on Microsoft Copilot with

a full rollout planned, and two in-house generative models.20,36 It also

operates platforms for managing conventional and large-language

models across their lifecycle—commonly called MLOps and LLMOps

—and co-developed the Polish RoBERTa 8k model and a related

safety model.20,72

In August 2026 PKO deployed an agent that classifies and supports

inbound customer email. It runs inside the bank, has its own digital

identity, and leaves decisions to employees.20 The projected

70% improvement in response time had not yet been measured

at publication.20

On the customer side, the bank’s IKO voice assistant has run since

May 2020, executing transfers, checking balances and history,

topping up phones, making payments, changing limits, and repaying

card debt, and has passed a million customer conversations. It was

built deliberately to parse colloquial Polish, including instructions

phrased in slang.15

Bank Millennium launched Milla in December 2018, presented at

launch as the first Polish bank chatbot able both to answer questions

and execute transactions, built around roughly 800 cataloged

account questions and 400 transaction commands, and designed for

Polish dialects and slang.16,17 Its 2025–2028 strategy adds a call-

center assistant and round-the-clock automated chat while explicitly

preserving direct human contact.73 mBank and Alior Bank were

among the earlier movers in contact-center voicebots and speech

analytics; the cited account dates from January 2020, when Alior’s

voice assistant was live and mBank’s voicebot and speech analytics

were still planned.74

8.2 The Language Question
Poland has two significant domestic open models. Bielik is developed

by the SpeakLeash community with AGH University of Krakow;

PLLuM comes from a consortium led by Wrocław University of

Science and Technology and now numbering eight institutions,

among them the NASK National Research Institute, the National
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Information Processing Institute (OPI-PIB), and two Polish Academy

of Sciences institutes.75,76 The working division is that PLLuM targets

public administration and citizen communication—it includes an

intelligent citizen assistant for public administration—while Bielik

addresses commercial use.76,77

Bielik and PLLuM address the Polish-language constraint with local

deployment and stronger handling of native register, typos, and

document types.77 Benchmarks are task-dependent and not always

comparable, and the fullest published comparison is Bielik’s own

technical report, which is not a neutral referee: on Polish EQ-Bench it

places Bielik-11B ahead of much larger open models, including the

best PLLuM variant, while GPT-4o and GPT-4-turbo still rank above

it.75,78 Banks should therefore use frontier models for broad reasoning

under contractual protection and local models for narrow, high-

volume work involving sensitive Polish data.

8.3 A Newly Established AI Supervisor
Poland’s Act on Artificial Intelligence Systems, Dz.U. 2026 poz. 1003,

entered into force on 11 August 2026.79,80

It creates the Commission for the Development and Security of

Artificial Intelligence (KRiBSI, from the Polish Komisja Rozwoju i

Bezpieczeństwa Sztucznej Inteligencji) as the national market-

surveillance authority and EU contact point. The chair of the Polish

Financial Supervision Authority (KNF, Komisja Nadzoru

Finansowego) is represented in its collegial structure.80,81 The

government timetable envisaged a functioning commission by

November 2026 and a regulatory sandbox within four months.79,82

The commencement is staged, and the staging is the part that

matters operationally. The provisions on individual opinions and

explanations, and the chapters on control and penalties, take effect

three months after announcement, on 28 October 2026. Until that

date KRiBSI conducts no inspections and imposes no penalties.80,83

Institutions have a defined and unusually legible window: the

supervisor exists, its powers do not yet bite, and the questions it will

ask are already published.

E N FO R C E M E N T  W I N D OW
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when Poland’s control and
penalty chapters take effect,
and until then KRiBSI runs
no inspections and imposes
no penalties
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The Act offers pre-deployment opinions on classification and

obligations, protects business secrets, and provides judicial review

and an affected-person complaint channel.80,81

KNF separately treats frontier AI as an operational-resilience issue

under DORA. Its July 2026 recommendations call for stronger ICT

controls, faster vulnerability handling, AI-enabled attack scenarios,

supplier-concentration analysis, and incident-response

cooperation.62,84,85 They are not binding rules, but KNF says

implementation will be tested through supervision and inspection.85

Poland shows how national supervision modifies a wider regional

framework, and so do language and local models. Asia-Pacific offers

a different comparison, where the most informative cases are

distinguished less by a shared legal regime than by stronger

measurement at leading banks and supervised experimentation

across several markets.

9. Asia-Pacific
Two banks publish figures absent from most Western disclosures,

while regulators in Singapore, India, Hong Kong, and Australia are

using guidelines, recommendations, sandboxes, and governance

reviews to shape deployment. The instruments differ, but the

direction is consistent: enable adoption while making accountability

and human control explicit.

9.1 Measurement as Competitive Practice
DBS Bank reports about S$1 billion of 2025 economic value from data

analytics and AI/ML across more than 430 use cases and 2,000

models, up from S$180 million in 2022.10,86 It measures against

control groups and separates revenue uplift, savings, and risk

avoidance; that makes its bank-reported figure more credible than

unsupported aggregate claims.9 Two-thirds of employees use DBS-

GPT; CodeBuddy has delivered time savings of up to 20% on certain

coding tasks for the bank’s data professionals; and DBS Joy passed

20,000 corporate customers.10,87

M E AS U R E D  VA LU E

S$1 billion
of 2025 economic value
across more than 430 use
cases and 2,000 models, up
from S$180 million in 2022
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OCBC Bank reports up to 20% productivity uplift for relationship-

manager support and about six million AI-assisted decisions daily,

while simultaneously hiring 600 relationship managers.18,88 This is

evidence for augmentation, not automatic substitution.

The two banks do not point the same way on employment, and the

contrast belongs alongside the value figures. In February 2025 DBS

said it would not renew about 4,000 temporary and contract roles

over three years as AI took on more work, against roughly 1,000 new

AI-related positions; its then chief executive put it bluntly: “For the

first time, I’m struggling to create jobs. I’m struggling to say how I will

repurpose people.”89 Permanent staff were not affected, and the

bank has committed to reskilling 13,000 employees. A bank can lead

the sector on measuring AI value and still reduce headcount at the

contingent edge of its workforce. Measurement discipline and

workforce expansion are separate decisions, and DBS and OCBC

have made them differently.

9.2 Singapore’s Supervisory Ladder
The Monetary Authority of Singapore (MAS) progressed from its

Fairness, Ethics, Accountability and Transparency (FEAT) principles

and the Veritas initiative to Project MindForge and proposed

Guidelines for AI Risk Management covering traditional, generative,

and agentic AI.45,90 The guidelines were not yet in force at publication;

consultation closed in January 2026 and a twelve-month transition

was proposed.45,91

9.3 India, Hong Kong, and Australia
India. The Reserve Bank of India’s FREE-AI Committee proposed 26

recommendations, including accountability regardless of autonomy,

human override, board-approved policies, and vendor audit rights.92

These remained recommendations rather than adopted RBI

directions at publication.

Hong Kong. The Hong Kong Monetary Authority’s (HKMA) second

generative-AI sandbox cohort selected 27 use cases from 20 banks;

WO R K FO R C E  M I X
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Sandbox++ later expanded supervised testing across banking,

securities, wealth, insurance, and stored-value facilities.48,93

Australia. The Australian Securities and Investments Commission

(ASIC) reviewed 23 licensees and 624 use cases. Nearly half had no

policy addressing consumer fairness or bias, and only 43% had

policies referencing disclosure of AI use to affected consumers;

vendor oversight and output monitoring were also weak.94,95 The data

describe systems in place by December 2023, so they establish a

governance baseline rather than a current adoption rate.

Across the regional chapters, the regulatory approaches differ more

than the technology stacks do. Banks repeatedly depend on the

same cloud platforms, model providers, data suppliers, and specialist

applications. That common dependency is the next management

question: not only what AI a bank uses, but who ultimately controls

the infrastructure on which it runs.

10. Who Controls the AI Supply Chain
The supplier picture has changed in a way that carries direct

governance consequences, and it has changed in two directions

at once.

The UK supervisory survey quantifies concentration across cloud,

model, and data suppliers. The top three providers account for 73% of

reported cloud provision, 44% of model provision, and 33% of data

provision.1 These are combined top-three shares within each

category, not the share held by any single provider. They show a

narrow supplier bench; they do not measure any individual bank’s

exposure to one company.

Yet the application layer is fragmenting. Anthropic was the most

referenced vendor in banking AI use cases announced in the first

quarter of 2026, and specialists beyond the hyperscalers accounted

for 68% of announced use cases.8 The tracker counts publicly

announced use cases and pairs them with a private outcomes

benchmark; reading the announcement count as a measure of

disclosure as much as of deployment is this report’s inference rather

D I S C LO S U R E  P O L I CY

43%
of Australian licensees had
policies referencing
disclosure of AI use
to consumers, in
systems reviewed as of
December 2023
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than a caveat Evident states.8,96 The single-platform procurement

assumption that shaped budgets two years ago no longer describes

the market.

Supervisors have named the risk, and in the UK the Treasury

Committee is pushing them to act on it. The Financial Stability Board

warned in October 2025 that reliance on a small number of

specialized hardware, cloud, and pre-trained model suppliers creates

exposure where alternatives are scarce.97 The Bank of England has

flagged that data and model providers may themselves become

critical third parties.98 In January 2026 the Treasury Committee called

for major providers to be designated under the Critical Third Parties

regime before the end of the year, and the Treasury’s July adoption

plan accepted that direction.47,67 MAS’s proposed guidelines would

require firms to manage third-party AI risk across the model lifecycle,

though they were not yet in force at publication.45 Poland’s KNF

explicitly requires analysis of over-dependence on any single ICT or

AI supplier.84

The available responses are a genuinely multi-model architecture, as

BBVA operates by running OpenAI and Google stacks in parallel;3,70

documented exit plans tested rather than filed; and a board-level

threshold above which single-provider dependence in customer-

facing or decisioning workloads triggers escalation.

Technology ownership shapes the operating model inside the bank

as well as its resilience and bargaining power. The technology and

regional evidence, together with the supplier picture, supports

implementation with discipline rather than delay. The final chapter

converts those findings into a twelve-month sequence of actions

that a bank can assign and document, then test.
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11. An Operating Checklist for the Next
Twelve Months
1 Start internally, then expand to customers. The business

owner and AI risk lead should move customer-facing systems

from review of every output to sampled review, and only then

to direct interaction. Approval records, evaluation results, and

the threshold for greater autonomy should be documented.30

2 Measure productivity after verification time. Finance and

transformation leaders should establish a baseline or control

group and include the time employees spend checking

outputs, then separate annual value into revenue uplift and

cost avoidance.10,35

3 Measure service quality by complexity. The customer-

service owner should track resolution, satisfaction,

complaints, repeat contacts, and escalation for each

complexity tier every month. Automation should be narrowed

when a quality floor is breached.26

4 Maintain a common control baseline. The chief risk officer

should keep a current AI inventory, assign a materiality

classification and control owner to every system, document

human oversight and explainability requirements, and map

the additional rules in each jurisdiction.11,45

5 Treat AI output as bank communication. Compliance and

conduct-risk leaders should approve disclosure language,

then test every customer channel and monitor complaints

wherever an AI system communicates with customers.11,12,31

6 Track regulatory deadlines. Regulatory affairs should

maintain a dated register with a named owner and proof of

submission. For significant euro-area institutions, the ECB

action plan is due to the Joint Supervisory Team—the

institution’s ECB supervisory team—by 31 October 2026;

Poland’s inspection and penalty provisions start on 28

October 2026.14,80
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7 Limit dependence on individual suppliers. Technology-risk

and procurement leaders should set a board-approved

threshold for reliance on one cloud, model, or data provider,

then maintain a concentration dashboard and complete

practical exit tests.1,97

8 Test in the language customers actually use. In markets

where English is not the primary language, model owners and

local-market leaders should benchmark frontier and

local models against real native-language traffic, and

should document both the privacy implications and the

deployment rationale.75,78

9 Separate workforce planning from unverified automation

claims. Finance, human resources, and business owners

should require seasonally adjusted, multi-quarter evidence

on volume, quality, and workload before using AI to justify a

headcount decision. The two published cases point in

opposite directions and neither is a template:

Commonwealth Bank reversed 45 redundancies after call

volumes rose rather than fell, while Klarna disclosed a three-

year reduction from 5,527 to 3,422 full-time employees and

saw its service and operations costs rise anyway.25,27,99

10 Test customer assistants adversarially. Security and AI-

assurance teams should deliberately probe systems with

hostile and misleading inputs, remediate failures, retest them,

and retain logs sufficient to reconstruct an incident.

11 Give security ownership of shadow AI. The chief information

security officer should monitor uploads to generative-AI

services, maintain an exception register, and test the

incident-response process.100

12 Map exposure to potentially critical providers. In the UK,

regulatory affairs and technology-risk teams should identify

providers that may be designated as critical third parties,

assess the services that depend on them, and maintain

tested contingency plans.47,67

Every source below was opened and checked against the claim it

supports during the August 2026 verification pass. Sources whose
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content could not be independently confirmed were removed and

their claims re-sourced or rewritten; the list is numbered

consecutively and contains no gaps. The list contains only sources

the report relies on.

32



L E AV E  S H A D O W  A I  B E H I N D

Hubi — a secure AI agent
Invite Hubi to join your team and watch it help your
employees. It operates securely, respects privacy, and

stays within the responsibilities you assign it.

Hubi is more than ChatGPT — it doesn’t just reply; it

takes action. It works within the platforms you already
use, including Microsoft Teams and Slack, and is ready

in minutes. All on your terms.

Invite Hubi to join your team
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Disclosure, not capability, now separates the leaders.

BBVA has taken ChatGPT Enterprise past 100,000 employees, JPMorgan

Chase reaches roughly 250,000, and Citi trained 175,000 employees across 80

markets. Bank of America’s Erica reached 24.6 million active users. Almost none

of them publish what any of it did for containment, cost, or service quality.

Which of the four AI layers the evidence actually supports, what the EU AI Act,

SR 26-2 and Poland’s new supervisor now oblige, and why only 15 of the 50

largest banks disclose an aggregate return figure at all.

100 sources: Bank of England, FCA, ECB, BaFin, BBVA, DBS, Evident

Insights, OpenAI.
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