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 Executive Insight Brief 

AI, Automation, and the Future of Financial Advice 
 

Executive Summary 

Artificial intelligence and automation are reshaping financial advice. But the key 
question is not whether AI will replace advisors. The real question is which advisor 
tasks firms choose to automate, and how that choice reshapes the expertise, 
compensation, and role of the workers who remain. 

This brief applies a methodological framework  developed by MIT researchers* to 
generate hypotheses regarding two possible wealth management industry futures: one 
in which AI removes low-expertise tasks and makes the advisor’s job more specialized 
and valuable, and another in which AI automates expert tasks and leaves a larger 
workforce performing lower-expertise service roles. The implications for strategy, 
staffing, and client experience are profound. 

 

Two Futures for Financial Advice 

Automation affects occupations in two fundamentally different ways: 

• Expertise-augmenting automation – AI removes routine, low-skill work and 
raises the expertise bar for the remaining humans. 

• Expertise-replacing automation – AI performs core expert tasks and shifts the 
remaining work toward lower-skill service roles. 

Both paths are technologically feasible. The difference lies in leadership intent 
and how firms choose to deploy AI within their advice model. 

*Autor, David, and Thompson, Neil. 2025. “Expertise.” Journal of the European Economic 
Association 23 (4): 1203–1271. https://doi.org/10.1093/jeea/jvaf023 

https://doi.org/10.1093/jeea/jvaf023
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Path A: AI Raises the Expertise Bar for Advisors 

In this model, AI is used to strip away administrative and low-expertise work: 

• data gathering, KYC, and document preparation 
• basic financial plan construction and standard portfolio rebalancing 
• workflow routing, follow-up reminders, and suitability checks 

What remains for human advisors is more judgment-intensive, emotionally complex, 
and high-stakes: 

• anxiety around money and market volatility 
• health events, caregiving, and long-term care decisions 
• cognitive decline, diminished capacity, and trusted contact planning 
• retirement income trade-offs under uncertainty 
• multigenerational and estate-planning conversations 
• family dynamics, conflict, and behavior change over time 

Research on automation predicts that when low-expertise tasks are removed and high-
expertise tasks remain, the occupation becomes more skilled, wages rise for those who 
stay, and headcount declines as each advisor can handle more complex relationships 
with the support of technology. 

 

Path B: AI Packages and Replaces Expert Tasks 

In the second model, AI is not just a support tool. Rather, it becomes the expert engine. 
Planning algorithms, robo-advice platforms, and decision-support systems absorb tasks 
that once required advanced credentials: 

• portfolio design, risk modeling, and glidepath construction 
• retirement income projections and scenario analysis 
• tax-aware withdrawal strategies and optimization 
• basic estate logic and beneficiary modeling 
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Human roles shift toward service and distribution: 

• onboarding, education, and call-center style guidance 
• basic financial wellness support and employer-plan communication 
• exception handling and escalation when cases fall outside standard patterns 

When automation replaces expert tasks, more workers are qualified to do what remains. 
Wages tend to fall, but headcount can increase dramatically as firms scale lower-cost 
service models. Robo-advisors and digital-first platforms exemplify this expertise-
replacing trajectory. 

 

Strategic Insight for Leadership 

These two paths, expertise-augmenting and expertise-replacing, lead to opposite labor 
and economic outcomes: 

• Path A: Fewer, more expert advisors; higher wages; deeper, more complex client 
relationships; premium, differentiated positioning. 

• Path B: Larger service teams; lower average skill and compensation; highly 
scalable, low-cost delivery; more commoditized positioning. 

AI itself is neutral. It is each firm’s decision about which tasks to automate and which 
to protect as human that determines whether the firm builds a smaller, expert-driven 
advice model or a larger, service-driven model anchored around technology. 

 

Where WhealthChat Fits 

WhealthChat is designed for firms that want to lean into the expertise-augmenting 
path while still benefiting from scalable technology. It focuses on the part of advice that 
is hardest to automate: conversations about health, aging, family, cognitive decline, 
longevity, and the emotional side of money. 

WhealthChat helps firms: 
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• support advisors in high-stakes, sensitive client conversations through guided 
prompts and coaching 

• standardize complex planning discussions without scripting away the human 
element 

• embed clinically and professionally informed content into advisor–client 
interactions 

• extend expert-quality guidance to more households without diluting the 
advisor’s role 

In this way, WhealthChat serves as an “expertise layer” that complements automation 
of routine tasks, allowing advisors to spend more time where they add the most value. 

 

Implications and Next Steps 

Over the next three to five years, leadership teams will face a series of decisions that 
implicitly push their organizations toward one of these two paths. The risk is not in 
choosing either model; both can be viable. The real risk is drifting between them, e.g., 
underinvesting in advisor expertise while also failing to build a robust service platform. 

Key questions for leadership include: 

• What do we want our advisors to be world-class at that technology cannot easily 
replace? 

• Which tasks are we comfortable turning over entirely to automation—and how 
will that change roles and compensation? 

• How will we train and equip advisors to handle sensitive, emotionally complex 
conversations, at scale? 

• What balance do we want between a premium, expertise-driven model and a 
scaled, low-cost service model? 

Firms that answer these questions explicitly and design their AI strategy accordingly 
will be better positioned to build durable advantage. WhealthChat can help by 
providing a structured way to elevate advisor communication and decision support in 
the areas where human judgment matters most. 
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