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In the rapidly evolving landscape of financial services, 

software Quality Assurance (QA) has transitioned from 

a back-office function to a strategic pillar essential 

for ensuring regulatory compliance, customer trust, 

and business continuity. As institutions increasingly 

digitize their operations, the stakes for software 

quality have never been higher.

Traditional QA models, heavily reliant on manual 

testing, rigid test scripts, and siloed operations, prove 

inadequate in the face of agile development cycles, 

open banking ecosystems, and escalating regulatory 

scrutiny. These outdated approaches introduce 

delays, limit test coverage, lack auditability, and 

cannot flexibly adapt to dynamic system changes, 

leaving organizations exposed to operational and 

reputational risk.

Agentic AI emerges as a powerful and timely response 

to these challenges. Unlike conventional automation, 

which simply executes predefined scripts, Agentic AI 

brings autonomy, adaptability, and intelligence to 

the QA lifecycle. These intelligent agents interpret 

business requirements from natural language inputs, 

learn from historical test data, and autonomously 

design and execute test cases. They can adapt in real 

time to changes in user interfaces, APIs, and backend 

systems, ensuring that QA remains effective even 

as systems evolve. By simulating real-world user 

journeys and prioritizing tests based on historical 

risk, Agentic AI significantly enhances test coverage 

and speed, while reducing manual effort and 

maintenance overhead.

Organizations can take a phased approach towards 

Agentic AI adoption, starting with high-impact, 

low-risk areas such as regression testing, data 

validation, or API testing. Establish a QA intelligence 

layer that integrates with existing frameworks and 

development pipelines, enabling continuous learning 

and feedback-driven optimization. Throughout the 

journey, QA professionals are empowered by AI agents 

that bring cognitive agility and contextual awareness 

to workflows.

Ultimately, Agentic AI marks a shift from reactive 

QA to proactive quality intelligence. By automating 

and streamlining software development, testing, 

and delivery, it empowers financial institutions to 

move faster and smarter—ensuring secure, reliable, 

and compliant digital experiences across the CI/CD 

pipeline.

Executive Summary
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The High Stakes of Quality Assurance 
in Financial Services

QA Gets Smarter: Understanding 
Agentic AI�

From Quality Assurance to Quality 

Intelligence� Roadmap to adopt Agentic 
AI in Financial Services QA
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In the financial services industry, software testing and 

quality assurance (QA) is no longer just a technical 

checkpoint, it’s a critical line of defence against 

regulatory breaches, reputational damage, and 

operational failures. As banks, insurers, and fintech 

firms accelerate their digital transformation efforts, the 

cost of software defects have increased significantly.

According to the Consortium for Information & 

Software Quality (CISQ), poor software quality cost 

U.S. firms an estimated USD 2.41 trillion in 2022, and 

this figure is likely to mount to nearly USD 3 trillion 

by 2025, with the financial services sector among 

the hardest hit. A single defect can result in millions 

lost due to transaction errors, regulatory fines, or 

customer churn. In this competitive environment, 

QA must ensure not only functional accuracy but also 

security, compliance, and resilience across complex, 

rapidly evolving systems. 

Yet, traditional QA methods, built for slower, more 

predictable development cycles, are struggling to 

keep pace with the demands of modern financial 

ecosystems. Recent studies found 72% of banking 

executives felt their current testing approach was not 

adequate for the pace of digital innovation.

QA Balancing Act: Managing Risk, 
Regulation, and Reputation

The financial services industry is one of the most 

regulated industries in the world. Be it GDPR, PSD2, 

SOX, Basel III, or sector-specific regulations, financial 

institutions must ensure their systems are robust, 

compliant, and secure. QA plays an important role in 

ensuring that systems not only function correctly but 

also meet complex legal and auditability requirements.

What raises the stakes even further is the growing 

personal liability faced by C-suite executives. 

Regulatory bodies have shifted their scrutiny from 

systems and processes to individuals in positions of 

control. A single software glitch causing customer 

data leakage, failed transactions, or system outages 

can trigger formal investigations, heavy fines, and 

direct accountability for senior leadership.

A single software glitch causing 
customer data leakage, failed 
transactions, or system outages can 
trigger formal investigations, heavy 
fines, and direct accountability for 
senior leadership.

Moreover, reputational risk is also a major concern. 

Customers now expect instant, seamless, and secure 

digital experiences. Any lapse whether it’s a failed 

fund transfer, a system downtime during peak hours, 

or an erroneous credit score calculation, can lead to 

public outrage, regulatory intervention, and social 

media-driven scrutinization which could become 

difficult to manage. In fact, studies indicate that 

one negative review can require as many as 20 to 25 

positive reviews to regain consumer trust and restore 

a product’s rating and appeal.

Why Traditional QA Falls Short in the 
Modern Landscape

Despite these high stakes, many financial institutions 

still rely on legacy QA frameworks. Traditional QA 

models often involve heavy reliance on manual 

testing, rigid test scripts, and siloed workflows that 

can’t keep pace with today’s agile and DevOps-driven 

development cycles.

The High Stakes of Quality Assurance in 
Financial Services
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a. Incompatibility with Agile and DevOps
Traditional QA introduces delays that are incompatible 

with fast-paced agile and DevOps cycles. Manual 

testing slows down releases, creating bottlenecks. 

This hinders competitiveness. 

b. Inadequate Coverage and Scenario Handling
Legacy QA teams can’t keep up with the complexity 

of financial systems and varied user journeys. Limited 

automation leads to critical scenarios being untested, 

risking defects reaching production stage.

c. Siloed QA and Poor Collaboration
Isolated QA functions create disconnects between 

development, operations, and business goals. Defects 

are detected late in the cycle. Feedback loops are slow 

and ineffective. 20% of financial services respondents 

describe their current approach as “useless,” while 

16% call it “chaotic,” highlighting the operational 

risks and inefficiencies in current QA automation 

strategies.

d. Lack of Auditability and Traceability
Manual testing lacks clear audit trails, making 

compliance reporting difficult. Traditional QA 

struggle to meet real-time audit demands.

e. Challenges in Adapting to Open Banking
Open banking requires dynamic third-party APIs, 

while traditional QA lacks the flexibility to test 

dynamic integrations. This exposes institutions to 

stability and compliance risks. 

Impact of these challenges often result in longer 

Time-to-Market for key product development 

for financial institutions, ultimately resulting in 

operational inefficiency, lost revenue, customer 

churn, and even regulatory censure. In essence, QA 

has moved from being a quality gate to a strategic 

safeguard for business continuity and growth.

The limitations of traditional QA demand a funda-

mental rethinking of how financial institutions 

approach software testing. Incremental 

improvements aren’t enough. What is needed is 

a paradigm shift, one that embraces autonomy, 

adaptability, and intelligence.

As financial services navigate the crossroads of 

innovation and regulation, the case for intelligent QA 

is not just compelling—it is inevitable.

Fig 1: Key Challenges of Traditional QA result in longer Time-to-Market for product development
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paced testing cycles

Challenge in Adapting to 
Open Banking
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Inadequate Coverage and 
Scenario Handling
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reducing risks
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Traceability
Need for proper records to 
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Agentic AI: Reshaping QA in Financial Services05



As financial institutions push toward more agile, 

resilient, and intelligent systems, the limitations of 

traditional QA methods have become increasingly clear. 

Agentic AI, the next-generation approach to software 

quality assurance brings intelligence, adaptability, 

and autonomy into the testing lifecycle. By combining 

the power of technologies like large language 

models (LLMs), natural language processing (NLP), 

and robotic process automation (RPA), Agentic 

AI transforms QA from a reactive process into a 

proactive, self-optimizing system.

What Makes Agentic AI a Step up from 
Traditional Automation

Traditional test automation focuses on pre-scripted 

tasks, test cases that were designed, coded, and 

maintained manually. The approach works well for 

repetitive or stable processes. However, it breaks 

down in fast-changing environments where business 

logic evolves frequently, such as open banking 

platforms or AI-powered underwriting engines.

Agentic AI, by contrast, is a goal-driven and 

adaptive approach. It doesn’t just follow a script—it 

understands the objective, analyses the system under 

test, and autonomously designs and executes test 

cases. Agentic systems can interpret natural language 

requirements, assess historical defect data, and 

simulate real-world user behaviours to generate tests 

that are context-aligned and dynamically updated. In 

essence, it introduces a layer of cognitive intelligence 

into QA, enabling it to make decisions and improve 

continuously without human intervention.

This autonomy marks a significant step up from 

traditional automation, which requires constant 

human input. Agentic AI reduces QA maintenance 

overhead, accelerates feedback loops, and ensures 

broader test coverage aligning testing with evolving 

business needs.

How Autonomous Agents Adapt to 
Evolving Testing Needs

Financial applications continuously evolve depending 

on various factors such as regulatory shifts, customer 

preferences, and system demands. In this setting, 

autonomous agents provide the flexibility and 

resilience traditional systems lack.

Agentic AI can:
•	 Learn from past test runs, user behaviour, and 

production data to generate new test cases.

•	 Adjust test flows dynamically based on real-time 

application changes—whether in UI, backend 

logic, or API behaviour.

QA Gets Smarter: Understanding Agentic AI

“AI has evolved beyond being just a tool. It can now learn, adapt to new 
data, and autonomously propose solutions—much like an intelligent 
agent. For banks, this means leveraging automation not just for 
efficiency, but to anticipate and capitalize on untapped opportunities.”

Abhijit Singh, Group Head - Banking as a Service (BaaS), 
International Banking and Digital Ecosystem Banking, HDFC Bank
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Fig 2: Examples of Agentic AI use cases for QA in Financial Services Industry

•	 Simulate end-to-end user journeys across 

systems, validating complex flows like loan 

disbursement, onboarding, or cross-border 

transactions without breaking due to minor 

system updates.

•	 Identify high-risk areas and prioritize tests 

intelligently, using historical defect data.

The result is a QA process that not only keeps pace 

with development but actively contributes to software 

resilience and delivery speed, crucial in financial 

services industry where failure can mean regulatory 

fines or reputational loss.

In an industry where quality lapses can trigger 

regulatory action or erode customer trust overnight, 

Agentic AI offers a breakthrough approach to QA. 

It brings together autonomy, adaptability, and 

intelligence, transforming testing from a bottleneck 

into a strategic enabler of continuous innovation.

Financial services industry needs to quickly build 

capabilities for adoption of AI in Quality Assurance 

and testing methodologies. Only 44% of financial 

institutions believe their infrastructure is ready 

to handle increased AI use, exposing gaps in QA 

automation preparedness. 

Financial services institutions that embrace Agentic 

AI will not only test faster and smarter, but will 

deliver more secure, compliant, and reliable digital 

experiences to their customers in a rapidly changing 

world.
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Key Enabling technologies of Agentic AI

Agentic AI systems are built on a powerful foundation of next-generation technologies that give them 

intelligence, adaptability, and execution capabilities:

•	 Large Language Models (LLMs): LLMs enable agents to interpret natural language documents (e.g., user 

stories, compliance requirements) and translate them into executable test scenarios.

•	 Robotic Process Automation (RPA): RPA allows agents to mimic user interactions across digital systems, 

executing UI-level tests and interacting with legacy applications or core banking platforms.

•	 Natural Language Processing (NLP): NLP bridges business and technical stakeholders by allowing agents 

to understand and respond to human instructions and generate reports or summaries in natural language.

•	 Continuous Learning Algorithms: Through reinforcement learning and historical data analysis, agents 

refine their testing logic over time with improved defect prediction, test prioritization, and execution 

efficiency.

These components work together within a multi-agent architecture, where specialized agents handle perception 

(understanding inputs), cognition (strategy and reasoning), and execution (test action and feedback), ensuring 

end-to-end intelligence in QA processes.

Agentic AI: Reshaping QA in Financial Services08



QA is no longer just a technical gatekeeper, it is now 

a strategic pillar that directly influences customer 

experience, regulatory stance, and innovation 

velocity. For banks and financial institutions, 

the evolution from quality assurance to quality 

intelligence has become imperative.

QA: A Strategic Function, Not a Back-
Office Task

For too long, QA has been seen as a reactive, back-

office process executed late in the development 

lifecycle and isolated from business strategy. In 

today’s high-stakes financial environment, this view 

is no longer sustainable. Defects in production aren’t 

just technical issues; they are key risks that need to 

be addressed at the earliest. The rise of digital-only 

banking, real-time payments, AI-driven decisioning, 

and open banking ecosystems has made it imperative 

for QA to move upstream and become an embedded, 

continuous function across the software development 

lifecycle. Enter Quality Intelligence. 

Quality Intelligence helps banking leaders rethink 

QA as a strategic discipline: one that contributes to 

growth, risk management, and digital trust. This 

means allocating the right talent, tools, and budgets 

to QA and enabling it to evolve alongside core banking 

modernization and digital platform strategies.

How QA can Boost Experience, 
Compliance, and Innovation

Smart, scalable QA directly shapes the institution’s 

ability to succeed in a fast-changing landscape:

•	 Customer Experience: In an era of mobile-first, 

always-on banking, users expect seamless, 

error-free journeys. Intelligent QA  ensures that 

digital journeys across onboarding, transactions, 

servicing, and more, are continuously validated 

across channels and environments. This reduces 

friction, elevates satisfaction, and supports 

customer acquisition and retention goals.

•	 Regulatory Compliance: With increasing 

regulatory scrutiny, financial services must  

demonstrate strong controls and real-time 

auditability.  QA powered by Agentic AI enables 

automatic generation of traceable test logs, 

simulation of compliance scenarios, and 

validation of business rule enforcement helping 

institutions proactively manage regulatory risk 

and audits.

•	 Innovation Enablement: Agile delivery and 

DevOps have shortened release cycles, but without 

reliable QA, speed can come at the cost of stability. 

Agentic QA   addresses this by automating test 

case creation, dynamically assessing risk, and 

executing intelligent test coverage. This helps 

delivery teams rollout faster while ensuring 

platform resilience and operational continuity.

From Quality Assurance to Quality 
Intelligence

In short, QA is no longer a cost of doing business—
it’s a lever for sustainable differentiation.
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Adopting Agentic AI doesn’t require a full overhaul on 

day one. Instead, financial services institutions can 

take a structured, value-led approach to adoption:

Step 1: Identify High-Impact, Low-Risk Use Cases

Begin by targeting QA pain points that are repetitive, 

rule-based, and currently resource-intensive—

such as regression testing, data validation, or API 

testing. Focus on areas with clear business value and 

measurable outcomes.

Step 2: Establish a QA Intelligence Layer

Deploy Agentic AI tools that can interpret natural 

language requirements, generate dynamic test 

scenarios, and simulate real user journeys. Integrate 

these agents into QA pipelines alongside existing 

frameworks to enable co-existence and gradual 

transition.

Step 3: Integrate with CI/CD and Feedback Loops

Embed autonomous QA agents into CI/CD 

environments to enable continuous validation of 

releases. Use feedback loops from production data, 

logs, and user behaviour to refine and prioritize test 

cases dynamically.

Step 4: Expand to Risk-Based and Compliance 

Testing

Leverage Agentic AI’s decision-making and learning 

capabilities to simulate high-risk edge cases, 

perform real-time compliance checks, and auto-

generate audit-ready documentation. This not only 

strengthens governance but reduces time and cost in 

regulatory reporting.

Step 5: Scale Across the QA Lifecycle

Gradually extend Agentic AI into all phases of QA—

from test planning and execution to defect analysis 

and maintenance. Monitor KPIs like defect escape 

rate, coverage velocity, and release stability to track 

ROI and guide further investments.

Roadmap to adopt Agentic AI in Financial 
Services QA
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Fig 3: Roadmap for adoption of Agentic AI in QA for Financial Services

Agentic AI can bring cognitive agility, contextual awareness, and 
continuous improvement into a domain long dominated by manual 
rules and reactive workflows. Financial service industry leaders, 
need to embrace this shift now, or risk falling behind in a future 
where quality is not just assured—but intelligently delivered.
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Yethi Consulting Pvt Ltd is a leading provider of Quality Assurance, Test Automation, and Payments 

Modernization solutions for the global banking and financial services sector. Our mission is to ensure the 

reliability of financial applications, accelerating business success worldwide.

With over a decade of experience, Yethi combines deep domain expertise with a robust library of 1.2 million 
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