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The Oversight Gap

The way financial institutions monitor regulated workflows is no longer enough

Every regional bank operating today carries a version of the same quiet liability.
Somewhere inside its operations (in a contact center, an underwriting queue, a
dispute resolution team, a financial crime unit) human agents and Al systems are
making consequential decisions, hundreds or thousands of times a day. And the
institution's ability to know what opportunities are missed, and whether those
decisions are being made correctly, consistently, and in compliance with its own
policies is, at best, partial.

It is not for lack of effort. Banks invest heavily in training, in procedure
documentation, in quality programs and compliance functions. The challenge is
structural. The volume of interactions that require oversight has grown far
beyond what any team of reviewers can realistically monitor, and as a result
institutions do sampling. They review only a fraction of calls, and a selection of
decisions, but the rest goes unseen.

"Our overall goal is to be able to confidently assess
one hundred percent of our phone conversations,

to determine how compliant we are, and the level of
quality we are giving to customers on every call.
Not just 0.2%."

— Head of Quality Operations, Regional Bank

The number 0.2% is not an outlier. It reflects the operational reality at many
financial institutions today. With tens of thousands of customer interactions
taking place each month and a finite number of reviewers available to assess
them, coverage rates in the low single digits are common. Managers typically
evaluate four to five calls per agent per month. The remainder are invisible.

The consequences of this gap extend in several directions at once.

From a regulatory standpoint, the institutions most exposed are those that
cannot demonstrate consistent controls adherence across their workflows.
Regulators expect that the standards an institution publishes are the standards it
operates by, and that the institution can produce evidence to that effect. Random
sampling used to be an acceptable approach to validate adherence, however
regulatory pressure is growing to increase oversight coverage especially in
scenarios where random sampling proved insufficient and led to significant
breaches.

From a growth standpoint, and this is where the opportunity is frequently
underestimated, the same interactions that carry compliance risk also carry
intelligence about customers, service quality, the friction points that drive repeat
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calls, churn, and missed relationship deepening opportunities. An institution
reviewing 0.2% of its interactions is operating largely blind to a continuous, high-
fidelity signal about the experience it is delivering.

From an operational standpoint, the gap conceals a different kind of problem: the
policies themselves. Institutions that begin systematically reviewing their
interactions at scale frequently discover that the ambiguity they attributed to
agent performance is at least partly a documentation problem. Procedures that
seemed clear on paper turn out to contain rules that different agents have
interpreted differently for years. The calibration between managers assessing
the same interaction type is often imperfect in ways that go unnoticed precisely
because oversight coverage is too thin to reveal the pattern.

~0.2% 4-5 100%

Typical interaction monitoring Calls reviewed per agent per Coverage expected by
coverage at regional banks month in a standard QA regulators, and that
today program institutions can now achieve

The oversight gap is a compliance and performance problem. And it is one that
the industry has lacked the instrumentation to solve, until now.

This handbook sets out the practical case for a new industry standard: full-
population oversight intelligence for regulated workflows, learning continuously
from the institution's own people, and turning every interaction into a source of
evidence, insight, and improvement. It is written for the line-of-business leaders
and risk executives who own these workflows, and who are closest to both the
cost of the gap and the value of closing it.

What Oversight Intelligence Is

And why the distinction from traditional outcome validation matters

The financial services industry has long treated oversight as a backward-looking
function. Calls are reviewed after they happen, decisions are audited after they
are made, and exceptions are surfaced after they have already created
exposure. The dominant model has been one of sampling and retrospective
review, useful for calibration and training, but structurally incapable of delivering
the coverage, consistency, or speed that modern regulated operations require in
the age of Al

Oversight intelligence is a different proposition entirely. It is the application of
high-precision instrumentation at runtime for the analysis to regulated
workflows, at full population scale, with the ability to learn continuously from the
institution's own people and policies.
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The distinction is worth making precisely because the term “Al-powered QA" is
now used freely to describe tools that do little more than automate the
transcription and scoring of interactions using generic LLMs.

Oversight intelligence, as a category, is defined by the capacity to detect growth
opportunities and policy violations with the accuracy and evidentiary standard
that regulated industries actually require.

The three capabilities that define the category

Oversight intelligence, properly understood, rests on three capabilities that
generic analytics tools do not provide.

High-precision detection

The ability to identify
opportunities, policy
violations, ambiguity, and
controls failures with the
nuance that regulated
workflows demand,
contextual reasoning
against the institution’s own
procedures, not keyword
matching.

Institutional learning

The ability to learn from
the institution’'s own
people, incorporating
manager feedback to
continuously refine how
policies are interpreted
and applied, reducing
ambiguity over time.

Evidential output

The ability to generate
structured, auditable
evidence for every
validation. A reasoned
conclusion with
supporting citations
from the interaction
itself.

These three capabilities are interdependent. Detection without high-precision
institutional learning produces a system that flags the same ambiguities
indefinitely, without improving. Institutional learning without evidential output
produces conclusions that cannot be defended to a regulator. Evidential output
without precision produces documentation of the wrong things. The category is
defined by all three working together.

How it works in practice

At its core, oversight intelligence works by connecting the institution’s existing
policy documentation, procedural grids, compliance guidelines, regulatory
requirements, etc., to the interactions and records that those policies govern.

Every interaction is validated against the relevant policies for that workflow type.
Where the evidence clearly supports a pass/fail conclusion, the system records
its findings with supporting citations. Where context is ambiguous, the
interaction is unclear, or the right interpretation is genuinely uncertain, the
system flags the case for human review rather than forcing a conclusion.

That routing to human review is the mechanism through which the system
learns. When a subject matter expert reviews a flagged case and provides their
assessment, the system creates a new internal control (a refined interpretation of
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how that policy applies in that context) and applies it to future interactions with
high precision.

Over time, the volume of cases requiring human review declines as the system
internalizes the institution’s own interpretive standards, becoming the subject
matter expert that runs 24/7 and is able to cover full population at a fraction of
the time and cost. What begins as a new tool becomes, progressively, a precise
reflection of how the institution’s best reviewers actually think.

"Prisma created 49 internal controls on the back of
manager feedback across a single pilot. Those
controls now tell us what is missing from our policies,
and what we should include in the next iteration.”

— Observed during Prisma deployment

This learning loop makes policy gaps visible. When the system flags a case as
ambiguous, it is identifying a place where the institution’s documentation is
insufficient, where two managers applying the same procedure might reach
different conclusions, and where a regulator examining the same interaction
would find no clear standard to assess it against.

The system, in effect, audits the policies as well as the interactions.

What oversight intelligence is not

It is not a replacement for human judgment. The human-in-the-loop dynamics is
a design principle, as opposed to being a transitional feature that disappears as
the system matures. The system is built to handle the interactions where the
context and answers are clear, and to escalate the interactions where they are
not. Judgment calls remain with people. What changes is the scale at which
people’s judgment is applied and the quality of the evidence they are working
from.

It is not only for Al workflows. The oversight gap exists wherever regulated
decisions are made at volume, whether those decisions are being made by
contact center human agents, underwriters, fraud investigators, or Al-assisted
processes. Oversight intelligence applies equally to human-led and Al-led
workflows, and to the combinations of both that characterize most modern
financial operations.

It is not a point solution for a single process. The same instrumentation that
detects reasons for customer churn in a contact center can detect policy gaps in
underwriting, missing disclosures in dispute resolution, or inconsistent risk
scoring in financial crime investigations. The value of oversight intelligence
compounds as it is applied across the institution because the patterns it reveals
across workflows are often more instructive than the findings within any single
one.
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TRADITIONAL OUTCOME REVIEW OVERSIGHT INTELLIGENCE
Sample-based coverage (under 5%) ® 100% population coverage
Retrospective, not real-time @® Near real-time validation at scale
Inconsistent calibration between ® Consistent application of institutional

reviewers standards
Findings anecdotal, not systematic ® Systematic, structured findings across all
Growth opportunities invisible interactions
Policy gaps invisible until an incident ® Growth opportunities revealed
Evidence produced manually, if at all ® Policy ambiguity surfaced automatically
Manager time spent on routine cases ® Auditable evidence generated for every

validation
® Manager attention reserved for genuine
edge cases

The shift changes what an institution knows about itself, the quality of its service
delivery, the gaps in its policies, and the patterns in its customer interactions.

Where It Applies: Six Workflows

The oversight gap is not confined to one LOB, and neither is the opportunity

Financial Services operate under oversight obligations across multiple lines of
business simultaneously. Customer-facing teams, risk and compliance
functions, underwriting operations, and financial crime units each carry their own
regulatory requirements, their own procedural standards, and their own version
of the same underlying problem: consequential decisions being made at a
volume that far exceeds the institution’s capacity to validate them.

The six workflows described in this chapter represent the highest-value
applications of oversight intelligence in banking today. Each is distinct in its
regulatory context and operational characteristics, but each shares the same
structural vulnerability such as partial coverage, inconsistent application, and
policy gaps that remain invisible until they produce an incident.

Customer Complaints — Contact Center Conduct

Relevant to: Retail banking, operations, conduct risk, compliance

Contact center interactions carry simultaneous obligations. Agents must
authenticate customers correctly, identify opportunities, convey accurate
product and procedure information, handle complaints within regulatory
requirements, and do all of this consistently across thousands of calls each
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8.5x

Avg. Efficiency
gains

$10M+

Immediate financial
impact estimated
for a Regional Bank

45%

Reduction in false
positives

$4.5M

Reduction in annual
investigation costs

month. The gap between the standard an institution trains its agents to and the
standard they actually apply at volume, is rarely visible to the institution until a
complaint, or a regulatory inquiry makes it so.

This is the workflow where most banks begin with Oversight Intelligence, and
the insights are valuable for any institution running contact centers at scale.

WHAT BANKS TYPICALLY DISCOVER

Agents informally optimize for efficiency in ways that conflict with policy because
the policy, as written, does not account for the most common call scenarios they
actually encounter.

Financial Crime — SAR Narrative Review

Relevant to: Financial crime, BSA/AML compliance, operations

Suspicious Activity Report narratives are among the most consequential
documents a bank produces. They are reviewed by regulators, relied upon by
law enforcement, and held as evidence of the institution’s ability to detect and
report financial crime. Yet the quality of SAR narratives, their completeness and
their adherence to FINCEN guidance, varies significantly across investigators,
and the resources available to review them before filing are limited.

The same dynamic applies upstream in the transaction monitoring process.
Processes such as alert triage decisions, escalation logic, and investigation
quality are all subject to standards that are difficult to enforce consistently when
investigators are working under volume pressure. Oversight intelligence
provides systematic validation of filed SARs and non-SARs, investigation
completeness, and narrative standards, reducing the false positive and false
negative rate that drives operational cost, while improving the quality of the
cases that do proceed to filing.

WHAT BANKS TYPICALLY DISCOVER

Alert triage decisions that do not align with documented escalation criteria — and SAR
narratives that pass internal review but contain gaps that would be visible to an
examiner applying the institution’s own standards.

Dispute and Conduct Risk — Agent Interaction QA

Relevant to: Retail banking, card services, conduct risk, compliance

Disputes and conduct risk reviews share a structural characteristic that makes them
particularly difficult to validate manually because the interactions that matter most
are precisely the ones most likely to be missed in a sample. A dispute that involves
agent misconduct or an interaction where a customer was misled are outliers. A
sampling approach that reviews 3% of interactions has a correspondingly low
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Outcome validation
coverage increase

$2.4M

Estimated savings
in conduct-related
rework

65%

Reduction in
manual document
handling

$4.1M

Reduction in review
and reprocessing
cost

probability of capturing the cases that would change the institution’s view of its own
risk exposure.

Moving to 100% coverage does not just increase the number of cases reviewed but it
changes the nature of what the institution knows. Patterns that are invisible at 3%
coverage become visible at full population scale and can be addressed before they
accumulate into regulatory exposure.

WHAT BANKS TYPICALLY DISCOVER

Coverage gaps that are not random. Certain call types, agents, or time periods are
systematically under-represented in samples, creating blind spots that persist undetected
for months or years.

Credit Risk — Income Verification and Document Review
Relevant to: Mortgage, consumer lending, commercial credit, operations

Credit decisioning depends on the quality of the inputs. Income verification,
document review, and exception handling are workflows where inconsistency in how
reviewers apply underwriting standards translates directly into portfolio risk, either
through over-approval of marginal credits or through uneven application of standards
that creates fair lending exposure. Both outcomes are costly, and both are difficult to
detect when review coverage is partial.

Oversight intelligence in credit risk validates that income documentation has been
reviewed against the applicable standard, that exceptions are being handled
consistently and within policy, and that the audit trail for each decision is complete.
Because these workflows are heavily procedural, they are well-suited to systematic
validation. The gap between documented standards and actual practice tends to be
large and consistent, and the value of closing it compounds across the portfolio.

WHAT BANKS TYPICALLY DISCOVER

Exception handling applied inconsistently across reviewers, with some applying
documented criteria strictly and others exercising undocumented discretion in ways that
create both credit risk and fair lending exposure.

Underwriting Operations — Exception Handling and Decision QA
Relevant to: Insurance, commercial banking, specialty lines, operations

Underwriting operations combine high procedural complexity with significant time
pressure and consequential outcomes, creating systematic inconsistency even in
well-run teams. Decisions that deviate from documented guidelines require exception
handling processes that are themselves subject to standards; those standards are
among the most difficult to apply consistently when underwriters are working under
volume and deadline pressure.
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4%

Faster exception
handling

$3.7M

Estimated annual
savings

70%

Reduction in
manual review
effort

$1.2M

Reduction in annual
review costs

Oversight intelligence in underwriting validates decision outcomes against the
applicable guidelines, identifies inconsistencies in how exceptions are being handled,
and surfaces the decision patterns that recur across cases in ways that are not
visible when reviews are conducted case-by-case. For institutions where
underwriting quality is a direct driver of financial performance (through claims ratios,
credit losses, or portfolio concentration) the ability to move from periodic audits to
continuous oversight changes the economics of the function.

WHAT BANKS TYPICALLY DISCOVER

Decision inconsistencies that are not attributable to individual underwriter performance,
but to genuine ambiguity in the guidelines. These are gaps that periodic audits miss
because they are not designed to reveal patterns across the full population of decisions.

Customer Risk — KYC/KYB Onboarding

Relevant to: Retail banking, commercial banking, compliance

Onboarding is where the institution’s risk tolerance meets the customer relationship
for the first time. Know Your Customer and Know Your Business reviews are among

the most procedure-dense workflows in banking and among the most difficult to
validate at scale, because the decisions are highly contextual and the documentation
requirements vary by customer profile. Over-restriction damages the customer
experience and competitive position; under-restriction creates regulatory and
reputational exposure.

Oversight intelligence applies to KYC/KYB onboarding by validating every review
against the institution’s own documented standards, checking for missed
opportunities, completeness of identity verification, consistency of risk categorization,
appropriate escalation of high-risk profiles, and adherence to documentation
requirements. Because the system learns from the institution’s senior reviewers over
time, it progressively internalizes the judgment calls that distinguish rigorous
onboarding from a merely box-ticking one.

WHAT BANKS TYPICALLY DISCOVER

Inconsistency in how reviewers apply risk categorization criteria to edge-case profiles —
and documentation gaps that, when surfaced systematically, reveal the need for policy
clarification rather than agent retraining.

Across all six workflows, the pattern that emerges from institutions that have moved
to full-population oversight is consistent: the gap between what they assumed was
happening and what was actually happening is larger than sampling suggested, and
the value of closing that gap extends well beyond compliance into the operational
efficiency, service quality, and growth intelligence that the institution was previously
unable to see.
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What to expect from the first weeks of full-population oversight

The decision to move from a sampling-based oversight program to full-population
coverage is not primarily a technology decision, but an institutional one. It requires a
clear-eyed view of what the institution is prepared to learn, and a willingness to act
on findings that may be more substantive than the sampled picture has suggested.

A structured proof-of-value pilot is the right vehicle for that decision. It produces real
findings from real workflows and generates evidence of what the system can do
before any long-term commitment is made. And it produces something that no proof-
of-concept based on synthetic data or benchmarks can provide: a specific,
institution-level picture of where the oversight gap is, and what closing it would
mean.

What a proof-of-value pilot produces

The outputs of a structured Prisma proof-of-value pilot fall into four categories, each
of which has standalone value regardless of what the institution decides to do next.

PERFORMANCE DATA AT POPULATION SCALE

Hidden opportunities, failure rates, and the ambiguity profile for each workflow
covered in the pilot, based on the full interaction set rather than a sample.
This picture is usually materially different from what periodic review has
suggested, and the differences are almost always more actionable than the
sampled picture. Many institutions find that the opportunity findings are the
highest-value output of the pilot.

POLICY GAP INVENTORY
0 Z A documented list of the procedural ambiguities and documentation gaps that

Prisma flagged during the pilot, organized by frequency and workflow. This is,
in effect, a policy audit generated as a byproduct of the oversight process.

INTERNAL CONTROLS LIBRARY

The set of interpretive controls that Prisma creates on the basis of manager
feedback during the pilot. These controls represent the institution’s own
standards, formalized. They are returned to the institution as an output of the
engagement, and can be used directly to improve policy documentation.

EFFICIENCY BASELINE
A measurement of the time required to achieve the pilot’s coverage level

O 4 manually versus with Prisma, and the estimated total dollars recovered across
every aspect of value delivered by Prisma. This baseline anchors the
business case for a production deployment and removes the resourcing
question from the decision.
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What to expect from the first weeks

A Prisma pilot can deliver a variety of benefits depending on the institution and use
cases, which it is worth describing in some detail.

At the early stages of the pilot, once Prisma starts ingesting context and data on a
specific workflow, ambiguity rates are typically high. This is a result of the institution’s
policies containing more interpretive space than the documentation suggests, which
is often the case. Prisma is encountering the edge cases that the procedural grid did
not anticipate and flagging them honestly rather than forcing a conclusion.

The manager’s job in these early runs is not to correct errors but to make interpretive
choices answering the question “how do we actually handle this?” for the cases
where the current context isn’'t enough.

As the manager works through the ambiguous cases, two things happen
simultaneously:

(1) Prisma begins to learn about institutional preferences and views on edge cases,
bringing the rate of required feedback rapidly down, as in the Regional Bank
deployment where it moved from 50% in run one to approximately 5% by run ten.

(2) Prisma’s internal abstracted controls inventory grows, as each interpretive choice
that the manager makes implicitly documents a gap in the existing procedure.

“I'think that's one great thing with Prisma: as it learns,
it'll show you where we need to fix our policies
internally. So it's good on both sides.”

— Quality Operations Team, Regional Bank

By the midpoint of the pilot, the system is typically operating with a level of
consistency that exceeds what the sampled review program was achieving, because
it is applying the same interpretive standard to every interaction, rather than a
standard that varies with the reviewer and the day. The performance data that
emerges from this point is not just more complete than the sampled picture, but also
more reliable.

Questions worth answering before you start

Three questions are worth resolving before beginning a pilot, because the answers
shape both what the pilot covers and how the findings are interpreted.

Which workflow carries the most acute risk or growth opportunity?

The pilot should cover the workflow where the institution has the most to gain from
full-population oversight - whether that is a contact center with high call volume and
Regulation E exposure, an underwriting operation with known exception handling
inconsistency, or a financial crime function under regulatory scrutiny.

© 2026 Corrity Inc DBA Palgee. All rights reserved. palgee.com | 12


https://www.palqee.com/

<lpalqt—:-e

Starting with the highest-value workflow produces findings that are immediately
actionable and builds internal confidence in the approach.

Who is the right SME to work with Prisma during the pilot?

The expert’s role in the early runs is substantive. They will be making interpretive
judgments that will shape how Prisma evaluates interactions. The right person is an
experienced reviewer who knows the policies and institutional priorities well and is
willing to engage seriously with edge cases. Their involvement time declines rapidly
as the pilot progresses, but the quality of their early input determines how fast
Prisma will learn.

What will the institution do with the results?

The growth opportunities and compliance gaps that a pilot produce is only valuable if
the institution is prepared to act on it. The most common pattern is that the findings
are handed to the team responsible for the line of business, and the pilot’s controls
library is used as the basis for policy update cycles. Institutions that plan this step
before the pilot begins move faster from findings to improvement than those that
address it after.

From pilot to production

The transition from pilot to production is primarily a question of scope and integration
and does not require additional validation. When Prisma completes a pilot, it has
already demonstrated its capability to be integrated in the institutional workflow.
What production adds is coverage, more workflows, more interaction types, more
data feeding back into the institution’s understanding of its own operations.

The integration path is designed to avoid architectural disruption. Prisma connects
via SDK or REST API to the institution’s existing infrastructure — transcript sources,
case management systems, analytics platforms — and operates within the
institution’s own security perimeter. Sensitive data does not leave the institution’s
environment. Outputs are returned in structured formats that connect directly to
existing dashboards and reporting workflows.

The production state that most institutions move toward is one where Prisma handles
the full population of routine validations, where the context is clear and the
conclusion is not in doubt, and surfaces a small, prioritized set of cases for human
feedback. The manager’s time shifts from reviewing samples to reviewing the cases
that genuinely require judgment.

The institution gains 100% coverage and unlocks hidden growth opportunities. The
manager gains time, and better cases to spend it on.
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ABOUT

Palgee Prisma

Palgee Prisma is the industry-leading solution in High-Precision Instrumentation (HPI) for
Oversight Intelligence in Financial Services. It detects growth opportunities, policy violations,
controls adherence failures, and ambiguities in human-led and Al-led regulated workflows,
automatically routing high-risk cases to relevant stakeholders and generating the structured
evidence that regulators can trust.

From contact center conduct and Regulation E compliance to financial crime investigation
quality and underwriting exception handling, Prisma delivers clarity where it matters most: at the
point where regulated decisions are made, at the scale at which they actually occur.

100% <10 min S10M+

Oversight coverage: every call, Time to validate 50,000 Estimated immediate financial
case, and decision interactions, including human impact for Regional Banks
feedback
DEPLOYMENT TRUSTED BY
Prisma deploys on-premises or within the » Tier-1 banks

institution’s virtual private cloud. Regional banks

All data remains within the institution’s own
security perimeter.

Community banks
Insurance firms

Integration is via SDK or REST API, with Policymakers
structured outputs in JSON or CSV
connecting to existing analytics infrastructure

- Power BI, Tableau, Looker, or equivalent.

YV V V V V

Technology partners

To discuss a pilot engagement: palqee.com/discovery
info@palgee.com | palgee.com
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