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Key messages
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• We have a longstanding track record of being a technology leader in the 
banking sector and have always been at the forefront of digital banking

• Our digital-first DNA and foundational capabilities uniquely position us to 
benefit from technological developments to achieve scalable growth

• Our scalable Operations are based on three overarching fundamentals:

• A decade of relentless focus on digitalisation and straight-through-
processing

• The benefits of our scalable hubs network

• A strong global platform allowing us to be a frontrunner in adopting and 
scaling of AI solutions

• Technology is not a goal, impact is. We are continuously pushing for superior 
customer experience and operational efficiency

• As a result, our strengths have led to a long track record of improving NPS, 
realising scalable growth and operational efficiencies

• In 2026, this contributes to -3% (~€350 mln) incremental cost efficiencies1)

1) As per the outlook provided with the 4Q2025 results publication



Operations is a key enabler of customer experience and scalable growth

A long track record of digitalisation, adoption of new technologies and focus 
on operational excellence
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Driving measurable impact

Straight-through-processing

• End-to-end digitalisation of key customer journeys

• Absorbing more volume growth with stable resources

Removing friction

• Optimising journeys for frictionless banking

• Enabling customer self-service through mobile

Instant solutions

• Proactive, automated and personalised guidance

• 24/7 resolutions through smart chat and voice 
capabilities

2023 2024 2025

Inbound contact 
reduction2) 43%26%18%

Digi index score1) 82%78%71%

Customer 
centricity

Chatbot deflection3 75%54%46%
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Enabling a seamless digital experience and increased efficiency

High level of end-to-end digitalisation drives measurable impact

1) Average straight-through-processing (STP) rates of 245 Retail customer journeys; STP rate is the percentage of a customer   
   journey that is handled without manual intervention
2) Contacts handled with human support (call and chat). Compared to 2021 baseline
3) The percentage of chats handled by the chatbot without human support, at year end

Relentless focus on digitalisation and straight-through-processing



Designed and streamlined for 
scalability

Ready to benefit from the scalability of our global hubs network
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integrated 

and
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Slovakia

Turkey

~14k
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Global
Tech & 
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capability

hubs

35
countries

served>1,000
services
provided

Spain

Philippines

Standardised 
practices and 

procedures

Productivity
and process 
optimisation

Source of
highly
skilled
talents

Strong 
operational 
resilience

Leveraging
the latest 

technologies

Shorter time-to-market

Consistent high quality

Economies of scale

Lower external- and non-hubs staff

Lower cost to serve

40%
of Operations

in hubs

27%
of Tech
in hubs

Mortgage gross production per FTE+50%

KYC CDD cases for private individuals
per FTE

+21%

Wholesale Lending deals per deal 
execution FTE

+50%

Mobile primary customers per 
Operations FTE

+15%

Leading to higher productivity1)…

…better customer experience and increased 
operational efficiency

>20%
of total FTEs

We have built a bank-wide network organisation

A future proof network organisation as foundation for scalability and resilient capabilities

1) 2025 vs. 2023



A frontrunner in adopting and scaling of (Gen)AI solutions 

We have a strong
track record

We are
well positioned

People
A central team focused on high value priorities, 

talent growth and global scale

Strong foundation
Secure, stable, single cloud-based data Analytics 

platform for all data, analytics and AI work

Governance
Global governance and controls to

enable trusted AI adoption

Data
Working towards acceleration through

reusable data assets

Impact
Centralised resource allocation based 

on impact and return

Lending process optimisation

65%
instant credit decisions for consumer loans 

in NL, with further scale up globally

Marketing

>+3%
higher conversion through hyperpersonalisation,

rolled out in 6 countries

100+
initiatives within our high value areas,

organised around 12 themes

Customer contact

>80%
of chats resolved without human support

in 4 countries, rolled out in 7 countries

Machine learning
10+ years of experience with broad based 

implementation across the business

Agentic AI
Streamlined bold experiments, improving speed

while supporting sustainable growth

We are driving
increasing impact

(Gen)AI
From pilots to global scaling of capabilities

across business functions

Technology is not the goal, impact is. >90% of (Gen)AI pilots are successfully moved into production
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Agentic mortgages

Accelerating growth and 
increasing productivity

Leveraging our 
position as of one of 

Europe’s largest 
mortgage providers

Pushing the next phase of technological disruption
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Further scaling
of (Gen)AI capabilities

Implementing
agentic AI in 

high value areas

• Available 24/7

• Smart insights

• Proactive support

• Financial help and 
suggestions

• Flagging unusual activity 
early

• Gathering context, preparing 
actions, faster outcomes

• Autonomously plans workflow

• Switches between tools to 
perform tasks

• Verifies quality of its own output

• Full traceability of reasoning and 

decisions

• Increasing productivity and 
customer experience

• Working towards fully instant 
mortgages. Go-live in Germany 
expected within one year

Global rollout of existing 
initiatives

Expanding capabilities to new 
impactful domains

A personal assistant, with agentic experience Our first agentic mortgage assistant pilot is live in 
the Netherlands

Next steps

Driving increasing value through new technologies

1) Gradual rollout starting before summer 2026

Conversational banking

Empowering our customers with increased 
relevance of services1)



Driving a superior customer experience
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Easy
Seamless interactions

Working towards

Further pushing our sector leading NPS in Retail and Wholesale Banking

1) Excluding midcorporate clients, for which the ambition is similar to Wholesale Banking
2) From income application to irrevocable binding offer. Time to yes excluding customer time for 80% cases

Constantly improving our capabilities to deliver a superior customer experience

Instant
Digital and automated

Personal and relevant
Tailored and proactive

Secure
Smart anti-fraud solutions

Protecting our clients from 
evolving fraud threats 

50%
complaints reduction

<1 day
mortgage time-to-yes2)

100%
instant 

onboarding 
Retail clients1)

-75%
onboarding 

time 
Wholesale 

clients



-4%

With cost efficiencies functioning as a flywheel

% impact on 2026 expenses1)

Operational efficiencies serve as a flywheel for growth
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Positive 
operating 

jaws

Investment 
capacity

Revenue
growth

Operational 
efficiencies

+2%

Room for positive 
NPV investments

2024 2025 2026 2027

• Absolute Operations costs 
to come down further

• Decrease of ~1,250 
Operations FTEs expected 
in 20262

• Group efficiency ratios to 
further improve

-3%

Cost savings

Supporting efficiency at Group level, now and going forward

ING Group FTEs / customer balances

Operational efficiencies support positive operating jaws and further increasing ROTE

1) Excluding regulatory costs and incidental items. Flywheel excludes 4% inflationary impacts
2) Among others in KYC and associated activities, which account for ~6,000 FTEs

-6%

2024 2025

-9%

2024 2025

Business growth with lower Operations FTE underscores scalability

Operations FTEs /
total customers

Operations FTEs /
customer balances



Driving impact

Technology is not the goal, impact is
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Further efficiency in Operations

• Absolute Operations costs to come down further

• Decrease of ~1,250 Operations FTEs expected in 

2026

Supports efficiency at Group level

• -3% or ~€350 mln incremental cost efficiencies in 

20261)

• Increasing FTEs efficiency: FTEs over balances to 

come down further

• Continued investments in positive NPS business 

cases

• Positive operating jaws and increasing ROTE

Digital-first DNA
• Longstanding technology banking leader at the forefront of digital banking

• Our digital-first DNA uniquely positions us to benefit from technological 
developments to achieve scalable growth

Strong foundation with scalable Tech & Operations
• Our scalable Operations are based on three overarching fundamentals:

• Digitalisation and straight-through-processing

• Our scalable hubs network

• A strong global platform allowing us to adopt and scale AI solutions quickly

Relentless customer focus
• Continuously pushing for a superior customer experience and commercial 

growth

• Long track record of improving NPS, scalable growth and operational 
efficiencies

Our continuous focus on operational excellence drives scalable growth

1) As per the outlook provided with the 4Q2025 results publication



Important legal information
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ING Group’s annual accounts are prepared in accordance with International Financial Reporting Standards as adopted by the European Union (‘IFRS- EU’). In preparing the financial information in this document, except as 
described otherwise, the same accounting principles are applied as in the 2025 ING Group consolidated annual accounts. All figures in this document are unaudited. Small differences are possible in the tables due to rounding.

Certain of the statements contained herein are not historical facts, including, without limitation, certain statements made of future expectations and other forward-looking statements that are based on management’s 
current views and assumptions and involve known and unknown risks and uncertainties that could cause actual results, performance or events to differ materially from those expressed or implied in such statements. Actual 
results, performance or events may differ materially from those in such statements due to a number of factors, including, without limitation: (1) changes in general economic conditions and customer behaviour, in particular 
economic conditions in ING’s core markets, including changes affecting currency exchange rates and the regional and global economic impact of the invasion of Russia into Ukraine and related international response 
measures (2) changes affecting interest rate levels (3) any default of a major market participant and related market disruption (4) changes in performance of financial markets, including in Europe and developing markets (5) 
fiscal uncertainty in Europe and the United States (6) discontinuation of or changes in ‘benchmark’ indices (7) inflation and deflation in our principal markets (8) changes in conditions in the credit and capital markets 
generally, including changes in borrower and counterparty creditworthiness (9) failures of banks falling under the scope of state compensation schemes (10) non-compliance with or changes in laws and regulations, including 
those concerning financial services, financial economic crimes and tax laws, and the interpretation and application thereof (11) geopolitical risks, political instabilities and policies and actions of governmental and regulatory 
authorities, including in connection with the invasion of Russia into Ukraine, other existing or emerging military conflicts, the risk of further military escalation, geopolitical tensions, trade restrictions and the related 
international response measures (12) legal and regulatory risks in certain countries with less developed legal and regulatory frameworks (13) prudential supervision and regulations, including in relation to stress tests and 
regulatory restrictions on dividends and distributions (also among members of the group) (14) ING’s ability to meet minimum capital and other prudential regulatory requirements (15) changes in regulation of US 
commodities and derivatives businesses of ING and its customers (16) application of bank recovery and resolution regimes, including write down and conversion powers in relation to our securities (17) outcome of current and 
future litigation, enforcement proceedings, investigations or other regulatory actions, including claims by customers or stakeholders who feel misled or treated unfairly, and other conduct issues (18) changes in tax laws and 
regulations and risks of non-compliance or investigation in connection with tax laws, including FATCA (19) operational and IT risks, such as system disruptions or failures, breaches of security, cyber-attacks, human error, 
changes in operational practices or inadequate controls including in respect of third parties with which we do business and including any risks as a result of incomplete, inaccurate, or otherwise flawed outputs from the 
algorithms and data sets utilized in artificial intelligence (20) risks and challenges related to cybercrime including the effects of cyberattacks and changes in legislation and regulation related to cybersecurity and data privacy, 
including such risks and challenges as a consequence of the use of emerging technologies, such as advanced forms of artificial intelligence and quantum computing (21) changes in general competitive factors, including 
ability to increase or maintain market share (22) inability to protect our intellectual property and infringement claims by third parties (23) inability of counterparties to meet financial obligations or ability to enforce rights 
against such counterparties (24) changes in credit ratings (25) business, operational, regulatory, reputation, transition and other risks and challenges in connection with climate change, diversity, equity and inclusion and 
other ESG-related matters, including data gathering and reporting and also including managing the conflicting laws and requirements of governments, regulators and authorities with respect to these topics (26) inability to 
attract and retain key personnel (27) future liabilities under defined benefit retirement plans (28) failure to manage business risks, including in connection with use of models, use of derivatives, or maintaining appropriate 
policies and guidelines (29) changes in capital and credit markets, including interbank funding, as well as customer deposits, which provide the liquidity and capital required to fund our operations, and (30) the other risks and 
uncertainties detailed in the most recent annual report of ING Groep N.V. (including the Risk Factors contained therein) and ING’s more recent disclosures, including press releases, which are available on www.ING.com.

This document may contain ESG-related material that has been prepared by ING on the basis of publicly available information, internally developed data and other third-party sources believed to be reliable. ING has not 
sought to independently verify information obtained from public and third-party sources and makes no representations or warranties as to accuracy, completeness, reasonableness or reliability of such information. This 
document may also discuss one or more specific transactions and/or contain general statements about ING’s ESG approach. The approach and criteria referred to in this document are intended to be applied in accordance 
with applicable law. Due to the fact that there may be different or even conflicting laws, the approach, criteria or the application thereof, could be different.

Materiality, as used in the context of ESG, is distinct from, and should not be confused with, such term as defined in the Market Abuse Regulation or as defined for Securities and Exchange Commission (‘SEC’) reporting 
purposes. Any issues identified as material for purposes of ESG in this document are therefore not necessarily material as defined in the Market Abuse Regulation or for SEC reporting purposes. In addition, there is currently no 
single, globally recognized set of accepted definitions in assessing whether activities are “green” or “sustainable.” Without limiting any of the statements contained herein, we make no representation or warranty as to 
whether any of our securities constitutes a green or sustainable security or conforms to present or future investor expectations or objectives for green or sustainable investing. For information on characteristics of a security, 
use of proceeds, a description of applicable project(s) and/or any other relevant information, please reference the offering documents for such security.

This document may contain inactive textual addresses to internet websites operated by us and third parties. Reference to such websites is made for information purposes only, and information found at such websites is not 
incorporated by reference into this document. ING does not make any representation or warranty with respect to the accuracy or completeness of, or take any responsibility for, any information found at any websites 
operated by third parties. ING specifically disclaims any liability with respect to any information found at websites operated by third parties. ING cannot guarantee that websites operated by third parties remain available 
following the publication of this document, or that any information found at such websites will not change following the filing of this document. Many of those factors are beyond ING’s control.

Any forward-looking statements made by or on behalf of ING speak only as of the date they are made, and ING assumes no obligation to publicly update or revise any forward-looking statements, whether as a result of new 
information or for any other reason.

This document does not constitute an offer to sell, or a solicitation of an offer to purchase, any securities in the United States or any other jurisdiction.
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