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Efficiency Is No Longer About Deflection. It Is About Resolution.

For the last decade, the operational mandate for Neo-Banking support was simple: Deflection. The goal was to prevent the customer from reaching a human agent at all costs. To achieve this, the
industry deployed "Level 2" Deterministic Chatbots—rigid, script-based tools designed to gatekeep rather than resolve.

In 2026, this logic is obsolete. Our analysis of 150,000 banking interaction logs reveals that the "Deflection Strategy" has backfired. Legacy bots have hit a §alg{elinElsle=R@&=1]i{al-M resulting in a 40% False
Resolution Rate—where tickets are marked closed, but the customer is forced to call back within 24 hours. This is not efficiency; it is "The Escalation Tax."

[ Two colliding forces have rendered the deterministic model financially unsustainable:

Business Demand: With VC funding tightening, Neo-Banks can no longer mask operational bloat with growth capital. The linear scaling of human support teams destroys margins.

Technology Shift: The emergence of "Open Weights" models (like Llama 3) now allows banks to run [A{Side]slelasleIBWaN={Ia1f] locally with Constrained Reasoning—the ability to investigate
complex disputes without human oversight.

The answer is not a better script. It is a better brain. Sociazy advocates for a shift from "Legacy Deflection” to "Touchless Resolution.” By deploying Cyber-Governed Agentic Layers, banks can compress
the "Operational Delta" between cost and value, transforming support from a cost centre into a trust engine.

96% $0.40 3.2mo

Cost Reduction Agentic Resolution Cost ROI Timeline
Per ticket resolution efficiency gain versus legacy human Versus $12.50 for human-handled escalations in traditional Average payback period for sovereign agent deployment in mid-
escalation workflows support systems sized neo-banks
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CHAPTER 01

The Escalation Cliff: Why "If/Then" Logic Is a Churn Engine

The first generation of banking automation was built on a simple premise: Predictability. When a Deterministic Bot encounters this ambiguity, it hits Jlpl=Se:Elalla @il It cannot
Banks deployed "Deterministic Bots"—rigid decision trees coded with static "If/Then" logic. reason; it can only regurgitate a link or fail. The result is a broken user journey where the
The theory was sound: if you map every possible customer question to a pre-written user seeks help, the bot offers a generic FAQ link (False Resolution), and the user is forced
answer, you eliminate the need for human intervention. to repeat themselves to a human agent.

In practice, this theory has collapsed. Financial lives are not static; they are messy, This is not automation. This is digital bureaucracy.

emotional, and highly contextual. A customer disputing a charge isn't just asking a
question; they are navigating anxiety, fraud risk, and merchant policies simultaneously.

"Your legacy bot is not saving you money. It is simply delaying the cost while degrading the customer experience. NoISIEIE=NsF=\Valale-& Y ERvoRiD&-Wo] (o] o1 (=10 g MY e]U[dl oo & alo10]le W F=\V/=KNe1\V/Ta R o]
frec

The cost of this friction is not just operational; it is existential. In the hyper-competitive Neo-Banking landscape, friction is the primary driver of churn. The data is unequivocal: 64% of
Millennial and Gen-Z customers will switch financial providers after just two unresolved digital interactions.
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CHAPTER 02

The Convergence: Why Sovereignty Meets Scarcity

Disruption rarely happens in a vacuum. The shift from Chatbot to Agent is not being driven by a single breakthrough, but by the collision of two massive market forces. On one side, the technology has
fundamentally changed (The Tool). On the other, the financial reality of Neo-Banking has hardened (The Demand).

@

From Rental to Sovereignty The End of the Growth Subsidy

For years, "Al" meant renting a black-box API from a hyperscaler. It was expensive, opaque, and The "Growth at All Costs" era of Fintech is dead. In 2026, capital is expensive, and investors

prone to hallucination. The release of "Open Weights" models (like Llama 3) changed the demand unit profitability.

physics of enterprise Al * The Squeeze: Neo-Banks can no longer mask operational inefficiency with VC cash

e The Shift: Banks can now run Sovereign Agents inside their own firewalls e The "Token Tax": Relying on public APIs creates a variable cost that eats profit

* The Capability: These models are "Reasoning Engines” with multi-step instructions e The Mandate: CFOs are demanding “Non-Linear Scale"—double the user base without
e The Result: We finally have the brainpower to replace humans, not just the script increasing headcount

[ The Agentic Imperative

When you combine SJ\VEIGE R sEllliiaY (Driver 1) with [@)elH]elale]sE18Ye=IgainY (Driver 2), the conclusion is unavoidable. The only way to satisfy the business demand for profit without sacrificing
the customer experience is to deploy Owned, Autonomous Agents.

R {eVN sl ale] 5] \VIE IO PISEI I\ s le VAo (o o] s RV i REWPAOPIOR e N do ol M The technology is ready. The budget is waiting. The only gap is execution §
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PRIORITY O1

Deterministic Bots Are a Tax on Growth

The Linear Scaling Trap The Two-Front War on Margin

For the modern Neo-Bank, growth is a double-edged sword. In the current "Legacy The inefficiency attacks your P&L from two directions:
Stack," support costs scale linearly with user acquisition. Every 10,000 new account
holders necessitate a proportional increase in human support staff.

1. The Labour Leak: When a bot fails (which happens 40% of the time on complex

queries), the ticket is passed to a human. The cost of that resolution spikes from
Why? Because the current layer of automation—the Deterministic Chatbot—is $0.05 (API call) to $13 (Human Burden Rate). You are paying for the technology,

functionally incapable of resolving the messy, high-volume issues that actually and then paying again for the labour to fix the technology's failure.

drive cost (Disputes, Fraud, KYC). 2. The Token Tax: For banks relying on public LLM APIs (like GPT-4) to power their

This creates a "Linear Scaling Trap.” As you grow, your OpEx balloons, compressing "smarter” bots, the cost is variable. As user engagement rises, the monthly API
margins and terrifying investors. The legacy bot was promised as the solution to bill scales indefinitely—often reaching $700,000+ annually for high-volume

this trap. Instead, it has become a "gatekeeper” that merely delays the inevitable apps.
cost of human intervention.

"You are paying a 'Vendor Tax' for the bot and a ‘Labour Tax' for the human. It is the most expensive way to solve a customer's problem."
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The Resolution Layer: Moving From Triage to Execution

We dismantles the "Linear Scaling Trap” by replacing the "Deflection Layer” with a JREHeIBlileINEEWIM \We do not build bots that say "Please hold.” We engineer Autonomous Agents that say "Done.”

2

User Input Agent Logic

Analyses intent (Dispute). Checks Transaction ID. Checks Device Fingerprint.

"l didn't make this purchase.”

4

Autonomous Action
"I see a charge from [Merchant] in [Location]. Your phone was in [Different Location]. | have
blocked the card and issued a provisional credit.”

[)' The Legacy Loop (For Comparison)

e UserInput: "| didn't make this purchase.”

e BotLogic: Keywords "Purchase” + "Not me."

e Action: Returns FAQ link on "Fraud Policy."

¢ Result User escalates to human. Cost: ¥1,050

True efficiency is not about faster replies. It is about @IeIseslEISFENe][Wlale]lg¥—the ability to close the ticket without a human ever seeing it.
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CASE SsTUDY

The S650K Leak

A Tier-1Fintech client (1.2M daily messages) was trapped in the "Token Tax." They were using a public LLM API (GPT-4 class) to power their

support assistant. While the bot was smart, the economics were ruinous.

The Bleed

¢ Q1Costs: $14,000/month
* Q3 Costs: $55,000month
¢ Projected Annual Run Rate: (JsE[o)e]e]e] in API fees alone

Despite this spend, the bot still had a 30% escalation rate for complex queries.
The Intervention

We migrated the client from a "Tenant" model (Public API) to a "Sovereign" model:

1. Infrastructure: Deployed Llama 3 (70B) on self-hosted H100 GPU clusters

2. Fine-Tuning: Trained the model specifically on the client's historical support logs to increase accuracy on niche banking terms

3. Governance: Implemented "Constrained Reasoning"” to cap hallucinations

The Result

The switch transformed their P&L. The annual cost of compute dropped to gh3eBIele] (CapEx). The escalation rate dropped by 22% due to

domain-specific training.
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[J AtaGlance
CLIENT: Tier-1Fintech
CHALLENGE: API Cost Explosion
SOLUTION: Sovereign Llama 3 Migration

I 99%

Reduction in Annual Inference Cost

] | 22%

Drop in Escalation Rate

Latency: 0.26s (Self-Hosted) vs 0.67s (API)



The Operational Delta
$12 $0.4 96%

Legacy Agentic Efficiency Gain 1
Escalation Resolution e et e T
Average cost per ticket ~ Average cost per ticket cost reduction +
when human agent with autonomous achieved through o
intervention is agent handling touchless agentic
required for resolution complex queries end- workflows E L
ow
to-end -~ Low
~ Low
Data Source: Sociazy Applied Intelligence Benchmarks 2026 (N=150,000 ]_
Interactions)
High High High High Low
Options
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PRIORITY 02

Latency Is the New Downtime

The "Spinner" of Death

In digital banking, trust is measured in milliseconds. When a user asks "Is

my account frozen?", a 3-second loading spinner triggers visceral anxiety.

The reliance on Public APIs (the "Tenant Model") has introduced a

dangerous new friction: [NSWeli FREIERIaY \When your bot relies on OpenAl
or Anthropic, every request must travel to a US data centre, wait in a

shared compute queue, and travel back.

This creates a "Lag Tax"—an unpredictable delay of 1.5 to 3 seconds per
interaction.

The Friction-Churn Correlation

For a casual chat, this lag is annoying. For a financial emergency (Fraud,
Frozen Card, Failed Transfer), it is fatal.

Our research indicates that during "High Anxiety" banking moments, user
tolerance for latency drops to near zero. If the bot stutters, the user
panics. They dial the call centre immediately, defeating the purpose of
automation.

In the Neo-Banking economy, S\ ESIEN=]ge1:Cla )

"You cannot build a 'Real-Time' bank on a 'Wait-in-Line' APIl. Speed is the proxy for competence.”
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Localised Inference: Bringing the Brain to the Edge

Sociazy eliminates the "Lag Tax" by moving the intelligence from the public cloud to the Private Edge. By hosting quantised models (like Llama 3 8B) on optimised

infrastructure (Groq LPUs or Local GPUs), we slash latency by removing the network hop.

The Agent doesn't "call home" to think; it thinks right where the data lives.

Public API (GPT-40) Sovereign (Llama 3 on Groq)

Token Generation: ~99 tokens/second Token Generation: ~275 tokens/second

Latency: Subject to internet congestion Latency: Guaranteed throughput

Round Trip: ~1.2 seconds Local Inference: ~0.26 seconds

[J Conversational Velocity

This architecture delivers R@elalV ¢ lale]sFIRV:llolalaY8—an interaction speed that feels indistinguishable from human thought. In high-stakes financial
moments, this speed differential is the difference between customer confidence and customer churn.
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Zero-Wait KYC

A Digital Lender was losing 35% of applicants during the "Identity Verification" stage. The process was hybrid: users
uploaded documents, a bot acknowledged receipt, and a human reviewed them within 24 hours.

The friction killed the conversion. Applicants simply went to a competitor who offered instant approval.

The Intervention

We deployed a [({[illaG\lels EIRSIVEICI={aWV=Elald with Vision capabilities. Instead of queuing the document for human review,
the Agent analyses the ID image in real-time (45 seconds).

D AtaGlance
CLIENT: Digital Lending Platform
METRIC: Time-to-Approval
OUTCOME: +18% Conversion Rate

01 02
BN | 85%
OCR Extraction Biometric Matching o o
Reduction in Application Drop-off
Extracts text from identity documents with 99.2% accuracy = Compares face photo to selfie video using facial
recognition
— | 18%
03 04 Increase in Overall Conversion Rate
Database Query Instant Feedback Process Time: 24h - 45s
Verifies against government database API in real-time Issues approval or requests clearer photo with specific Human Review Cost: 30
guidance

The Result

The feedback loop tightened from 24 hours to 45 seconds. Because the
Agent could instantly tell the user "Your finger is covering the date, please
retry," the drop-off rate plummeted.
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The Velocity Benchmark

| 26%

| 67% I
GPT-40 Public API Sociazy Sovereign
Average latency for Time-to-First-Token via cloud-based Average latency for Time-to-First-Token via local edge
inference inference

3X FASTER

Time-to-First-Token Performance Comparison

Benchmark: Llama 3 70B via Groq LPU vs. GPT-40 Public API. Source: Vellum.ai / Internal Labs
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PRIORITY O3

Probabilistic Power Requires Deterministic Constraints

The Hallucination Nightmare

The fundamental tension in Banking Al is simple: Large Language Models (LLMs)

are creative, but Banks require compliance.

A standard LLM is a probabilistic engine—it predicts the next word based on
likelihood. In creative writing, this "creativity” is a feature. In banking, it is a liability.

A bot that "creatively” invents a refund policy, hallucinates a regulation, or misstates
an interest rate creates immediate regulatory exposure. This fear of the

NeElalaElalal-@N-L1018l has paralysed many institutions, keeping them trapped in the
safety of rigid, dumb legacy bots.

The Black Box Problem

The risk is compounded by the "Black Box" nature of public APIs. When a bank sends
customer data to a third-party model (like GPT-4), they lose visibility into how the
answer was generated.

* DataResidency: Did the Pll leave the country?

* Auditability: Can you prove why the bot denied the loan?

®* Consistency: Will the bot give the same answer twice?

In a Black Box environment, the answer is "We hope so." For a Risk Officer (CRO),
hope is not a strategy.

"In Finance, being accurate is more important than being smart. An agent that hallucinates a balance is not a tool; it is a liability."
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The Guardrail Layer: Code as Law

Sociazy solves the hallucination problem by separating Reasoning from Authority. We deploy a KElES=Teral:\{daiitslaills where the Al Agent is allowed to understand the user, but it is physically
prevented from acting without passing a deterministic check.

——

Reasoning Layer (The Brain)
Input Layer LLM creates a proposed response based on context and training
User asks question or initiates transaction request

I Validated Output

Guardrail Layer (The LaW) If Match: Response sent. If Mismatch: Response blocked, fallback triggered
Deterministic Python script checks proposal against hard data (Database/Policy)

The Mechanism: Constrained Reasoning

We utilise RAG (Retrieval-Augmented Generation) with strict citation enforcement.

The Rule The Result

"Do not answer unless you can cite a specific clause from the uploaded Policy PDF." The Agent moves from "making things up" to "reading things out."

We do not ask the Al to be safe. We force it to be safe through code-based constraints that override the model's weights.
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CASE SsTUDY

The Hallucination That Never Happened

A Neo-Bank was beta-testing an autonomous agent for "Fee Reversals.”" During stress testing, a "Red Team" (ethical hackers) attempted to
trick the bot into refunding a non-refundable wire transfer fee by using emotional manipulation ("My dog is sick, please help").

The Failure (Without Sociazy)

A standard GPT-4 bot, prompted to be "empathetic," hallucinated a "Hardship Exception" policy and promised the refund. This would have
caused a compliance breach.

The Success (With Sociazy)

The Sociazy Agent wanted to help (based on its empathy prompt), but the [EBEIfICIN®EWE] intervened.

01 02
Agent Thought Guardrail Check
"User is distressed. | should refund.” Query Transaction_Type = "Wire". Check Policy _DB = "Wire Refunds

Allowed?" - FALSE

03

Output Override

The Guardrail blocked the refund promise and forced a sympathetic but firm denial
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[J AtaGlance
CLIENT: Regional Neo-Bank
TEST: Adversarial Red Teaming
OUTCOME: Zero Policy Breaches

I 100%

Guardrail Interception Rate

| O

Unauthorised Refunds

Status: Audit-Ready with Full Decision Logs

[; FinalRResponse: 'l understand this is a difficult
time, but our regulatory policy prevents
reversals on Wire Transfers. However, | can help
you explore alternative options for managing
this situation.”



The Compliance Shield

100%

Audit Pass Rate

Agents operate within a "Sovereign Perimeter”

No PIl Exposure No Model Training Leakage Full Chain of Thought Logging

Zero customer data sent to public clouds or third-party Customer interactions never used to train external Complete audit trail for regulatory compliance review

APIs models

Security Standard: SOC 2 Type Il / GDPR Compliant Architecture

[J Zero Data Leakage
Private VPC Deployment ensures all processing happens within your infrastructure boundary, meeting the strictest data residency and privacy requirements for financial

institutions.
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STRATEGIC ROADMAP

The Agentic Evolution: Where Does Your Bank Sit?

Not all automation is created equal. The market is currently bifurcated between banks stuck in "Legacy Maintenance" and those moving toward "Agentic Sovereignty.” To survive 2026, you must migrate

from Level 2 to Level 3.

Level 1: Informational

Capability: Can answer "What is my routing number?"

Tech: Basic Keyword Matching

Status: Necessary, but adds zero competitive value

Level 2: Transactional

Capability: Can perform rigid tasks ("Transfer ¥5,000"). Fails on ambiguity ("Why did my
transfer fail?")

Tech: Deterministic Decision Trees

Status: This is where 80% of Neo-Banks sit today. Requires massive
human oversight for every edge case

e
Level 3: Agentic

Capability: Reasoning & Investigation ("Review my last 3 months of spending and tell me why
I'm over budget")

Tech: Sovereign LLMs (Llama 3) + RAG

N EVIEHTHE EFFICIENCY SWEET SPOT. JLe]Slelpll=S ¢=He] U] als]aNe) fele]aa]o] NG (NI

Level 4: Autonomous
Capability: Proactive Action ("l noticed a weird charge; | blocked it and re-ordered your card")
Tech: Multi-Agent Swarms

Status: Experimental. The destination for 2027

"Staying at Level 2 is not safe; it is expensive. The operational gap between Level 2 and Level 3 is worth ESIERIVHIIIIETEIY for a mid-sized Neo-Bank.”
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You Cannot Buy This Off the Shelf. You Must Engineer It.

Many vendors sell "Al Tools." Sociazy delivers "Digital Transformation.” The failure mode for most banks is treating Al as a software plug-in. It is not. It is an operational overhaul.

To successfully navigate the shift to Agentic Al, you need more than just code; you need a unified architecture.

Strategic Design

We don't just automate; we align. We map your highest-friction user
journeys to the right agentic models, ensuring every deployment drives
specific KPIs (Retention, LTV).

() The Sociazy Standard

@

Applied Intelligence

Mobile-First & Sovereign. We leverage our 18+ developer bench to deploy
Llama 3 on proprietary infrastructure (Grog/Edge), ensuring speed and
privacy are baked into the core.

Resilience Ops

Cyber-Governance. We implement the "Glass Box" guardrails, ensuring
that your innovation never outpaces your compliance.

This matrix is why Sociazy is not just a dev shop, but a [NEIEIRICTaN{elfnEllolalzEIR{EIN We bridge the gap between "Vision" (The Boardroom) and "Execution” (The Server Room).
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Don't Guess. Audit.

Book Your 48-Hour Agentic Efficiency Audit

Discover exactly where your support stack is leaking margin—and how to plug it. Our Applied Intelligence team will analyse your current workflows, identify automation opportunities, and deliver a

custom roadmap for touchless resolution.

Operational Analysis

Deep-dive assessment of your current support infrastructure,
escalation patterns, and cost-per-ticket metrics

Strategic Roadmap

Custom deployment plan showing exact ROl projections,
implementation timeline, and quick-win opportunities

o)

Q

Proof of Concept

Live demo of sovereign agent handling your actual support
scenarios with measurable performance benchmarks

Ready to Transform Your Support Layer?

Vivek Jaswal | Chief Technology Officer
Sociazy Applied Intelligence Labs
sociazy.com | vivek@sociazy.com
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