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In today’s global financial ecosystem, GCC banks face 
a structural choice: transform rapidly or risk systemic 
obsolescence. This regional transformation is pivoted 
on an virtually unavoidable strategic imperative 
driven not by incremental change, but by the powerful 
convergence of three defining forces: bold national 
strategic mandates (including Saudi Vision 2030, the 
UAE’s Digital Economy Strategy, and Qatar National 
Vision 2030), rapidly accelerating customer expectations 
for instant and personalized services, and the market-
defining emergence of Agentic AI as a competitive 
necessity in personalized financial orchestration. The 
legacy operational model—defined by manual process 
fragments, siloed data, and legacy debt—is simply no 
longer sustainable.

The imperative is clear: Zero Touch Operations (ZTO). 
ZTO represents a critical leap past traditional Robotic 
Process Automation (RPA) towards Autonomous Banking, 
where routine human intervention is actively engineered 
out of the value stream. This paper introduces our 
proprietary ZTO framework, providing a critical roadmap 
built on the Five Zeros Blueprint and the R.I.S.E. strategy. 
We substantiate this roadmap with compelling, real-world 
data from the region, demonstrating how ZTO delivers 
immediate, measurable impact—translating operational 
friction into quantitative and qualitative impact resulting 
in dollar-value optimization and Turnaround Times (TAT) 
reduction. The time for strategic ambiguity is over; the 
future of operational banking is autonomous.

Executive 
Summary
The Mandate for 
Autonomous Banking



The GCC financial sector is uniquely positioned to lead the digital finance curve, backed by visionary government 
support and a highly engaged, digitally fluent customer base. Yet, many incumbent banks are constrained 
by persistent internal challenges. We identify six critical “Thematic Blind Spots” that continue to plague 
performance across the entire front-to-back value chain:

ZTO  
as a Transformational  
Necessity1.

HIGH COST OF CUSTOMER 
SERVICING

CONTROL AND  
VISIBILITY GAP

Manual or semi-automated 
workflows inflate operational  
overhead, crippling the  
Cost-to-Income Ratio (CIR).

Fragmented and siloed data sources 
prevent real-time, 360-degree 
monitoring.

Reactive risk identification fails 
to address the need for proactive 
fraud detection without impeding 
process flow.

LIMITED SELF-SERVICE UNSCALED TECHNOLOGY

A fundamental inability for the 
customers to meet the instant 
gratification from immediate 
self-service, especially across the 
core transactions.

Failure to strategically operationalize 
the full capability of the traditional 
and modern AI capabilities, relegating 
powerful tools to isolated pilots 
rather than enterprise-wide engines.

EMERGENCE OF SYSTEMIC  
THREATSPROCESS VELOCITY LAG

Low TAT (Turn-Around-Time) percentages, 
breaching SLAs (Service Level 
Agreements), accuracy related challenges 
and resource-intensive exception 
management due to sequential and  
human-dependent processes.
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A majority of GCC organizations have adopted GenAI in at least one business function—a clear 
signal of intent to embed intelligence at the process layer.

GENAI ADOPTION

The response to this imperative is evident in the region’s aggressive technological stance:

The market demands that banks cease incremental repairs and commit to a single target state defined by true 
operational autonomy.

The GCC Context: A Digital Acceleration Mandate

Whilst Technology, Digital and Innovation capabilities sit at the core, ZTO is not merely an IT mandate; 
it requires senior business leadership to transform the way value is created. The ZTO serves as a dual 
lever for value creation. On the growth horizon, it focuses on the products and services personalization 
and enhanced CX that drive revenue. On the efficiency horizon, it systematically eliminates manual 
latency to optimize margins. The defining metric of this shift is the return on redeployed assets: the 
organization’s ability to reorchestrate talent and funding away from transactional friction and toward 
high-value innovation and economic diversification. 

STRATEGIC ALIGNMENT
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Protiviti’s ZTO strategy moves beyond the limited scope of incremental automation. It is governed by a singular 
philosophy: the systematic, engineering-driven elimination of every element of operational friction. This target 
state is structured around the Five Zeros principle:

The ZTO Blueprint: 
Defining Zero Touch 
Success2.

Zero Touch Maximized Straight-Through-
Processing (STP). Elimination 
of manual intervention through 
embedded, predictive controls.

Drives maximum operational 
efficiency and velocity, 
enabling critical scalability.

Zero Latency Real-time Processing. Instant 
output and guaranteed 
responsiveness across 
all systems and customer 
touchpoints.

Directly addresses modern 
customer demand; top 
performers have shown 
processing times cut by 90%.

Zero Waste Systematic Elimination of 
Non-Value-Adding Activities. 
Autonomous, self-optimizing AI 
agents continuously streamline 
workflows.

Achieves quantifiable cost 
reduction (40-60%) and frees 
up FTEs for high-value tasks.

Zero Break Mandatory Process 
Standardization. Removal of 
all process defects and control 
failures across every customer 
channel.

Guarantees a consistent, 
seamless Customer Experience 
(CX) and strengthens 
regulatory compliance.

Zero Cost (Optimized) Operations as a Value Creator. 
Reclaiming unnecessary 
expenditure for strategic 
investment in agility and 
innovation.

Fundamentally shifts the 
function from a cost centre to a 
strategic profit engine.

ZTO Attribute Objective Impact on  
Banking Operations



RedesignR

The R.I.S.E. Strategy Framework
Achieving the Five Zeros requires a structured, integrated transformation methodology. The R.I.S.E. Framework 
is our proven approach to injecting digital capabilities while maintaining robust governance and controls.

InnovateI

SecureS

ExcelE

Re-engineer operating 
models for high-velocity 
STP, shifting focus to 
customer-centric  
end-to-end journeys.

Radical process redesign; 
elimination of manual 
handoffs; deployment of 
dynamic digital workflows.

Weaponize advanced 
analytics and AI to derive 
proprietary insights, enabling 
hyper-personalized offerings 
and new revenue stream 
creation.

Operationalize GenAI for 
personalized services; 
transform data into 
predictive business 
intelligence.

Deploy AI-enabled prediction 
capabilities to identify issues 
proactively, suggesting 
and executing autonomous 
mitigation strategies.

Implementing ML for 
real-time fraud/AML 
monitoring; embedding 
always-on and always-visible 
security measures.

Implement real-time, 
GenAI-powered dashboards 
for 360-degree control, 
enabling immediate, 
data-driven optimization.

Continuous monitoring 
of strategic KPIs/
KRIs; augmenting CXO 
decision-making with 
predictive AI insights.

Component Goal
Actionable 

Interventions

Zero Touch Operations (ZTO) 7



Zero Touch Operations (ZTO) 8

The Autonomous Engine: 
From Automation to 
Agentic AI3.

The true enabler of ZTO is the transition from Automation (RPA), which handles simple, codified rules, to the 
Agentic AI Ecosystem, which operationalizes true cognitive capabilities. 

Technology Convergence: The Pillars of Autonomous Ecosystem

ZTO relies on a converged technology philosophy where individual components and levers work in orchestrated 
harmony:

Document 
Digitalization: 
Essential for processing 
unstructured data 
(e.g., complex Trade 
Finance documentation) 
with accuracy rates 
improvements.

Generative AI (GenAI): 
Serves as a Knowledge 
Co-pilot for 
specialized roles (e.g., 
drafting compliance 
summaries, 
synthesizing market 
data) and orchestrates 
sophisticated 
Conversational AI for 
customer service.

Agentic AI Systems: 
These self-directing 
agents are meant 
to manage the full 
execution lifecycle 
(such as from 
triggering external 
follow-ups to 
verifying  
anomalous data).

Voice-to-Process (V2P) 
Breakpoint Identification: 
Leveraging GenAI and multi-
lingual Speech-to-Text (STT) 
(both English and native Arabic), 
customer service interactions are 
analysed to identify failure points 
and root cause, translating voice 
data directly into actionable 
operational tickets. 

The AI solution interprets risk 
scores, handles judgmental 
parameters with context, and auto-
generates transparent rationales 
for all decisions. This results in a 
60% reduction in manual Credit 
Application Memorandum (CAM) 
preparation time and a 30% 
reduction in edge-case escalation 
to senior staff.

Underwriting

In document-heavy functions 
like loan origination, the 
system achieves autonomous 
validation and cross-checking 
of all customer and legal 
documents. This capability 
delivers a significant reduction 
in manual verification efforts 
and sharply cuts document-
related complaints.

End-to-End Automation with 
document digitization

High-Impact 
Autonomous  
Use Cases
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Protiviti’s recent work with one of the largest banks in the region provides compelling, quantifiable validation 
that ZTO is not merely theoretical; it delivers immediate, structural value in the GCC.

Case Study: Retail and Corporate Lending Transformation

Our focus was on eliminating the manual friction points across the highest-volume product areas: Personal 
Finance, Mortgage, and Corporate Account Opening.

Total Quantified Annual Cost Savings (Across 3 Products): Approx. 15 million USD

These results provide evidence that ZTO delivers critical process velocity, translating directly into enhanced 
customer experience and measurable financial return.

Real-World Impact:  
ZTO Value Realization 
Case Study4.

TAT reduced from 
80 mins to 10 mins. 
Customer branch visits 
cut from 2-3 to 1.

Consumer Credit TAT 
reduced from 30 mins 
to 8 mins. 3x higher 
case throughput 
achieved.

TAT reduced from 
45 mins to 15 mins. 
Manual errors cut by 
80%.

Measured 
Operational Impact

Digital Workflow (WF), 
External Integration 
(SIMAH/GOSI), Digital 
Signature (EMDAH/
NAFITH).

AI document checks, 
Smart Decision Engine, 
New SLA with Real 
Estate Evaluators.

External Integration 
(WATHIQ), OCR/
AI Document 
Verification, Digital 
Archiving.

Key ZTO Initiatives 
Deployed

Approx. 8 Million USD

Approx. 4.5 Million 
USD

Approx. 2.5 Million 
USD

Annual Cost Savings 
(USD)

Product /  
Operational Area

Personal  
Finance

Mortgage  
(Home Loan)

Non-Retail  
Account Opening



01 Proactive Control
Governance must shift from a reactive compliance function to a proactive, 
embedded risk management engine. Traditional (Machine Learning, NLP) and 
modern AI (GenAI, Agents, Autonomous) capabilities are deployed to achieve 
continuous compliance monitoring (e.g., flagging suspicious transactions) and 
have proven to achieve an 8-fold reduction in compliance breaches.
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The successful execution of ZTO depends entirely on the organizational and cultural shift. The primary challenge 
in the GCC is managing the workforce transition. ZTO must be viewed as an organizational redesign, not just 
a technical deployment.

From Operators to Innovators
The ZTO approach strategically re-skills the workforce, ensuring talent is transitioned from executing routine 
tasks (now automated) to mastering high-value activities— complex problem-solving, strategic innovation, and 
deep customer consultation.

The New Operating Model: 
Transforming People and 
Governance5.

01 Capability Development
Transformation leaders must proactively invest in talent, with industry best 
practice dictating an investment of 4-5% of the transformation budget 
specifically for capability building to ensure adoption.

02 Rethinking Branches
Branches shift from transaction processing centres to Advisory Hubs, where 
staff are empowered to focus on advisory sales and non-routine inquiries.

02 Data Maturity
Establishing a data-driven culture as the fuel that powers the AI models, 
enabling the autonomous systems to make accurate decisions.

Governance as an Enabler
Robust, proactive governance is non-negotiable for scaling ZTO in regulated GCC markets.
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Target State Solutioning and Center of Excellence (CoE)

The ZTO journey is best executed through a structured, iterative framework that minimizes risk and accelerates 
value realization.

The Path to 
Implementation: Phased 
and Governed Approach6.

Initial Discovery and Maturity Assessment 
•	 Goal: Define the objective starting point and current maturity (Foundational to 

Autonomous).

•	 Activities: Conduct process mining, executive discussions, and system walkthroughs.

•	 Key Outcomes: Initial Assessment Report, Prioritization Matrix, and initial High-Level 
Roadmap.

•	 Goal: Design the Target Operating Model and build the organizational engine for ZTO.

•	 Activities: Re-engineer core processes, design the definitive Agentic AI Ecosystem 
architecture (reorchestrate the value chain and identify the AI interventions), and 
establish the governing Automation Center of Excellence (CoE).

•	 Key Outcomes: Detailed Solution Design, Business Case with quantified ROI, and 
Technical Implementation Plan.

Implementation and Scaling (Agile with multiple drops of results)
•	 Goal: Pilot, scale, and rigorously measure value.

•	 Activities: Pilot initial use cases; scale automation across high-volume functions; 
develop and enforce Interdepartmental SLAs; and deploy real-time performance 
monitoring.

•	 Key Outcomes: Proof of Concept outcomes

Phase

1

Phase

2

Phase

3



Zero Touch Operations (ZTO) 12

Critical Success Factors
Executives and top leadership need to clearly understand and sponsor these factors into the organization’s DNA 
to achieve and sustain business value derived from ZTO:

Open 
Architecture 
and API-First 
Ecosystem

Executive  
Leadership

Relentless 
Value 
Tracking

C-suite to actively 
champion the 
ZTO program 
and empower 
the established 
CoE to transcend 
internal siloes 
and drive 
cross-functional 
adoption.

Architecture 
definition to 
shift away from 
fragile point-to-
point integration 
engineered to 
achieve a break-
free, frictionless 
customer journey

Success must 
be measured 
beyond simple 
cost savings, 
emphasizing 
improved CX (e.g., 
reduced drop-
offs, faster TTR) 
and measurable 
revenue uplift 
(e.g., cross-sell 
conversion rates).
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Conclusion:  
Securing the Future of 
GCC Finance
Zero Touch Operations is no longer a futuristic concept—it 
is the strategic mechanism that will secure the viability and 
competitiveness of GCC financial institutions. By decisively 
committing to the Autonomous Banking model, organizations can:

•	 Unleash Capital: Reclaim significant savings across the 
annualized operational cost (as demonstrated in the one of the 
regional banks).

•	 Accelerate Velocity: Reduce end-to-end TAT, improve SLAs, 
Higher percentage of Accuracy improvements, reduce manual 
interventions and hand-offs for the core products.

•	 Build Structural Resilience: Establish robust and seamless 
operations on the digitally governed environment that 
proactively manages risk and compliance.



Zero Touch Operations (ZTO) 14

Appendix:  
References
1.	 CEO Viability Index: Global Business Transformation Survey (2024)

2.	 GenAI in GCC: Arabian Business Magazine / Finance Middle East. 

3.	 Straight-Through Processing (STP): Investopedia / Tipalti

4.	 Intelligent Document Processing (IDP): Automation Anywhere / Microsoft Power Automate. 

5.	 Workforce & Capability Investment: Forbes / Harvard Business Review (HBR). 

6.	 Operational Resilience: Financial Times (FT) / The Banker.



Zero Touch Operations (ZTO) 15

Najam Quadri
Managing Director
+971 4 4380660
Najam.Quadri@protivitiglobal.me

Naveed Hussain Khichi
Director
+971 50974621
Naveed.Khichi@protivitiglobal.me

About Protiviti

Protiviti (www.protiviti.com) is a global consulting firm that delivers deep expertise, objective 
insights, a tailored approach and unparalleled collaboration to help leaders confidently face the 
future. Protiviti and its independent and locally owned member firms provide clients with consulting 
and managed solutions in finance, technology, operations, data, digital, legal, HR, risk and internal 
audit through a network of more than 90 offices in over 25 countries. 

Named to the Fortune 100 Best Companies to Work For® list for the 11th consecutive 
year, Protiviti Inc. has served more than 80 percent of Fortune 100 and nearly 80 percent of 
Fortune 500 companies. The firm also works with government agencies and smaller, growing 
companies, including those looking to go public. Protiviti Inc. is a wholly owned subsidiary of 
Robert Half (NYSE: RHI).

Contacts



Saudi Arabia - Riyadh
Al-Ibdaa Tower, 9th & 18th Floor ​
King Fahad Branch Road, Al-Olaya,
Building No. 7906, P.O. Box 3825
Riyadh 12313, Kingdom of Saudi Arabia 

Abu Dhabi
Emirates Real Estate Corporation ​
Building, 7th Floor, Office 707-711 ​
Al Falah Street, Al Danah, ​
P.O. Box 32468, Abu Dhabi, UAE ​

Bahrain
Platinum Tower, 17th Floor ​
P.O. Box 10231, Diplomatic Area
Manama, Kingdom of Bahrain

Dubai
Office No. 2104, 21st Floor​
U-Bora Tower 2, Business Bay​
P.O. Box 78475, Dubai, UAE

Egypt ​
Cairo Complex​
Ankara Street Bureau 1​
First Floor, Sheraton Area​
Heliopolis - Cairo, Egypt

Kuwait 
Al Shaheed Tower, 4th Floor​
Khaled Ben Al Waleed Street, Sharq​
P.O. Box 1773, Safat 13018, Kuwait

Oman
Al-Ufuq Building, 2nd Floor​
Office No. 26, Shatti Al Qurum
P.O. Box 1130, P.C. 112​
Ruwi Muscat, Oman

Qatar ​
Palm Tower B 19th Floor​
P.O. Box 13374, West Bay ​
Doha, Qatar

Saudi Arabia - Dammam
Q1-5, The Business Quarter 
Salman Al Farisi St,  
Al Khalidiyyah Al Janubiyyah, 
Dammam, Eastern Province, 32221,  
Kingdom of Saudi Arabia

Saudi Arabia - Jeddah
King Abdulaziz Branch Road ​
Ash shati district ,  Building No. 7524  
P.O. Box 3675, Jeddah 23412​
Kingdom of Saudi Arabia

Our Offices in the MENA

This publication has been carefully prepared, but should be seen as general guidance only. You should not act or refrain from acting, 
based upon the information contained in this publication, without obtaining specific professional advice. Please contact the person 
listed in the publication to discuss these matters in the context of your particular circumstances. Neither Protiviti India Member 
Private Limited nor the shareholders, partners, directors, managers, employees or agents of any of them make any representation or 
warranty, expressed or implied, as to the accuracy, reasonableness or completeness of the information contained in the publication. 
All such parties and entities expressly disclaim any and all liability for or based on or relating to any information contained herein, 
or error, or omissions from this publication or any loss incurred as a result of acting on information in this presentation, or for any 
decision based on it.

©2026 Protiviti Member Firm for the Middle East Region

166808_Dec.2025


