
 
 

1 

Challenge 6: The Hold Queue from Hell 
Layer Core Problem Typical Pain What VeritOS Fixes 

ALLOW/HOLD Decisions + 
Exception Workflow 

No reason codes, 
opaque holds 

Ops waste days 
guessing “why held?” 

Deterministic triage, 
hold/fix taxonomy 

 

Exceptions, Reasons, and Deterministic Triage 
The Friday That Never Ended 

Friday, September 13th, 9:03 AM 
NovaAffiliates HQ, Austin, Texas 

Denise Carter, CFO of NovaAffiliates—a digital 
marketing network connecting 8,400 publishers 
across 67 countries—had learned to dread Friday 
mornings. 

Every Friday at 9:00 AM, Treasury ran the weekly 
payout job. 

Eight million dollars in commissions. Thousands of 
publishers. Clean execution should take 15 

minutes. 

This Friday, at 9:03 AM, Denise's screen flashed red: 

━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━ 
꾂 PAYOUT EXECUTION HALTED 
━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━ 
 
Window: WEEK-37-2024 
Total Amount: $8,247,293.00 
Publishers: 8,402 
 
Status: HOLD 
Reason: EXCEPTIONS DETECTED 
Exception Count: 3,172 
 
Action Required: Review exceptions.csv 
Estimated Resolution Time: Unknown 
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━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━ 

Three thousand, one hundred and seventy-two exceptions. 

Denise closed her eyes. Here we go again. 

Within seconds, Slack exploded: 

9:04 AM - Sarah (Finance): 
"Why is everything on hold AGAIN?" 

9:04 AM - Marcus (Compliance): 
"We signed off yesterday. What changed?" 

9:05 AM - Elena (Treasury): 
"The PSP file looks fine to me. What's the issue?" 

9:06 AM - Jessica (Ops): 
"I've got 47 publishers already emailing asking where their payments are." 

9:07 AM - Michael (CEO): 
"Denise, status? We can't have another 3-day delay." 

Denise downloaded exceptions.csv. 

Her heart sank. 

 

The CSV of Chaos 

Friday, 9:15 AM 

Denise opened the exceptions file. It was 3,172 rows of... nothing useful: 

row_id,reason,comment,amount,publisher_id 
1,UNKNOWN,N/A,127.55,PUB-4729 
2,UNKNOWN,N/A,3.20,PUB-8841 
3,UNKNOWN,N/A,847.92,PUB-1947 
4,UNKNOWN,N/A,44.18,PUB-3291 
5,UNKNOWN,N/A,2184.47,PUB-9472 
... 



 
 

3 

3172,UNKNOWN,N/A,18.93,PUB-2847 

Every single row said UNKNOWN. 

No context. No reason codes. No hint about which system flagged the hold or why. 

Sarah (Finance Director) appeared in Denise's doorway, laptop in hand. 

"I'm looking at the same file," Sarah said. "This is useless." 

"I know." 

"We've got 3,172 exceptions and literally zero information about what went wrong." 

Denise pulled up the ops dashboard. It showed three broad categories: 

EXCEPTIONS SUMMARY (unhelpful): 
━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━ 
Finance Review Required:        ??? 
Compliance Review Required:     ??? 
Treasury Review Required:       ??? 
 
Total Requiring Manual Review:  3,172 
━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━ 

"So everyone needs to review everything?" Sarah asked. 

"Apparently." 

"That's going to take days." 

Denise nodded grimly. "I know." 

 

The War Room 

Friday, 10:00 AM - Emergency Exception Triage 

Denise called an emergency meeting. Every department showed up: 

 Sarah Kim (Finance Director) 
 Marcus Webb (Head of Compliance) 
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 Elena Martinez (Treasury Operations) 
 Jessica Park (Publisher Operations Manager) 
 David Chen (VP of Engineering) 

Denise projected the exceptions file on the big screen. 

"Three thousand exceptions. We need to triage and fix them by Monday or we're going 
to lose partners." 

Jessica spoke first: "I've already got 89 publishers threatening to switch platforms. They 
need payments today." 

Marcus looked defensive: "Compliance signed off on everything yesterday. What 
changed overnight?" 

Sarah pulled up NetSuite: "Finance totals match. I don't know what the system is 
complaining about." 

Elena checked Stripe: "PSP settlement file looks clean to me." 

They stared at each other. 

David (Engineering) broke the silence: "The problem is, the exception file doesn't tell us 
which system raised the hold. It just dumps everything into one bucket." 

"So how do we even know where to start?" Denise asked. 

"We don't," David admitted. "We have to manually investigate each row." 

 

The Manual Hell Begins 

Friday, 11:00 AM - The Spreadsheet War 

Jessica created a Google Sheet: Exception_Triage_WEEK37.xlsx 

She divided the 3,172 rows into buckets: 

 Sarah (Finance): Rows 1–800 
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 Marcus (Compliance): Rows 801–1600 
 Elena (Treasury): Rows 1601–2400 
 Jessica (Ops): Rows 2401–3172 

Each person was supposed to: 

1. Look up the publisher ID 
2. Check their system for issues 
3. Add a note about what they found 
4. Mark as "FIXED" or "NEEDS REVIEW" 

By 1:00 PM, the spreadsheet looked like this: 

row_id  publisher_id  reason    assigned_to  status        notes 
1       PUB-4729      UNKNOWN   Sarah        FIXED         "Tax ID was fine?" 
2       PUB-8841      UNKNOWN   Sarah        UNCLEAR       "No issue found" 
3       PUB-1947      UNKNOWN   Sarah        ESCALATE      "Ask compliance?" 
4       PUB-3291      UNKNOWN   Sarah        FIXED?        "Not sure" 
5       PUB-9472      UNKNOWN   Sarah        INVESTIGATING "Checking 
NetSuite" 
... 

Sarah sent a message to the team: 

"I've reviewed 147 rows. Found issues in maybe 12 of them. The rest look fine to me. But I 
have no idea if that means they're actually fixed or if another system has a problem I can't 
see." 

Marcus replied: 

"Same. Half the publishers I'm looking at have current KYC docs. I don't know why they're 
flagged." 

Elena added: 

"I'm finding bank detail mismatches in about 8% of mine. But I don't know if that's THE 
issue or just AN issue." 

By 3:00 PM, there were six versions of the spreadsheet: 

 Exception_Triage_WEEK37.xlsx 
 Exception_Triage_WEEK37_v2.xlsx 
 Exception_Triage_WEEK37_SARAH_UPDATES.xlsx 
 Exception_Triage_WEEK37_FINAL.xlsx 
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 Exception_Triage_WEEK37_ACTUAL_FINAL.xlsx 
 Exception_Triage_WEEK37_USE_THIS_ONE.xlsx 

And zero payments had been released. 

 

The Cross-System Nightmare 

Friday, 4:30 PM - The Real Problems Emerge 

After seven hours of investigation, the team finally 
pieced together what had actually gone wrong: 

Problem 1: Finance Totals Mismatch 

Sarah found 112 publishers where NetSuite totals 
didn't match Stripe: 

Publisher: PUB-4729 
NetSuite Total: $847.55 
Stripe Total: $847.92 
Variance: $0.37 

 
Root Cause: Rounding difference in currency conversion 
            (EUR → USD rate applied at different precision) 

But the system had flagged all 112 with UNKNOWN instead of something like 
FINANCE_VARIANCE. 

 

Problem 2: Expired KYC Documents 

Marcus found 88 publishers with expired tax documents: 

Publisher: PUB-8841 
KYC Status: EXPIRED 
Last Updated: 2024-06-15 
Expiration: 2024-09-01 (12 days ago) 
 
Root Cause: Annual W-9 renewal required 

But again, the system just said UNKNOWN instead of KYC_EXPIRED. 
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Problem 3: Bank File Hash Mismatch 

Elena discovered that 2 publishers had been flagged because the bank settlement file 
had been re-exported with a different timestamp: 

Original Export: bank_settlement_2024-09-12_17:00:00.csv 
Current Export:  bank_settlement_2024-09-13_09:00:00.csv 
 
File content: IDENTICAL 
File hash: DIFFERENT (due to timestamp in header) 
 
Root Cause: Someone re-exported the file this morning 

The system couldn't tell the difference between "data changed" and "timestamp 
changed," so it flagged both files as UNKNOWN. 

 

Problem 4: Missing Input Fields 

David found 14 publishers that were missing vendor_id in the source data: 

Publisher: PUB-3291 
Issue: vendor_id field = NULL 
Cause: Schema change in upstream CRM (field renamed to supplier_id) 
 
Root Cause: Integration broke 3 days ago; no one noticed 

Flagged as? You guessed it: UNKNOWN. 

 

Problem 5: Policy Change (VAT Rate) 

The remaining 2,956 exceptions were all from India. 

Jessica finally figured out why: India had changed its VAT rate from 18% to 19% effective 
September 1st. But NovaAffiliates' tax configuration still had 18%. 

Publishers affected: All India-based (2,956) 
Old VAT: 18% 
New VAT: 19% 
System Status: HOLD (tax calculation mismatch) 
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Root Cause: Finance updated the rate in a Google Sheet 
            Engineering hadn't synced it to the payout system 

Once again: UNKNOWN. 

 

The Breaking Point 

Friday, 7:47 PM 

The team had been triaging exceptions for nearly 11 hours. 

They'd identified the five root causes. But here's what they still didn't know: 

 Which exceptions were actually fixed vs. just noted? 
 Which system was the source of truth for each exception? 
 Would re-running the payout clear the holds or create new ones? 
 What if they fixed one issue but accidentally triggered another? 

Sarah looked exhausted: "We've spent eleven hours investigating. And I still don't feel 
confident clicking 'Retry Payout.'" 

Marcus agreed: "If we release now and something goes wrong, we'll be back here 
Monday morning." 

Denise made the call: "We're not releasing today. Monday morning, first thing, we fix 
this properly." 

She sent an email to all 8,402 publishers: 

Subject: Payment Delay - Week 37 

Dear Partner, 

Due to technical issues during our payout processing, Week 37 commissions will be 
delayed until Monday, September 16th. We sincerely apologize for this inconvenience. 

Within an hour, 237 publishers replied. Most were angry. Twelve said they were leaving 
the platform. 
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One message hit Denise particularly hard: 

"Your payouts are ALWAYS late. We can't operate a business like this. After 3 years with 
NovaAffiliates, we're moving to your competitor next week." 

It was from their top publisher—someone who drove $400k in monthly revenue. 

 

The Weekend That Changed Everything 

Saturday, September 14th, 11:23 PM 

Denise couldn't sleep. 

She'd spent the evening researching "exception management," "automated triage," 
"reason-coded holds." 

Everything she found was either: 

1. Generic error logging (after-the-fact, not preventive) 
2. Manual classification tools (humans labeling errors) 
3. BI dashboards (showing you the problem, not solving it) 

At 11:23 PM, she found a technical paper: "Deterministic Triage: Turning Exceptions from 
Mysteries into Mathematics" 

Author: Verit Global Labs. 

One paragraph stopped her: 

"Traditional exception handling fails because errors are treated as black boxes with 
generic labels like 'UNKNOWN' or 'FAILED.' Without structured reason codes tied to 
policies, every exception requires manual investigation. 

Verit makes exceptions deterministic by assigning cryptographic reason codes based on 
which policy gate failed. Each exception is automatically classified, routed to the right 
owner, and linked to a resolution path. What used to be firefighting becomes a feedback 
loop." 
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By 2:00 AM, she'd read the entire technical documentation. 

By 8:00 AM Sunday, she'd sent an email to her leadership team: "I found something. 
Emergency call Monday 7 AM." 

By 9:00 AM Monday, she had a demo scheduled with Verit. 

 

The Verit Demo (The Revelation) 

Monday, September 16th, 10:00 AM 

The Verit solutions architect—a man named 
Marcus Chen (yes, another Marcus)—joined the 
Zoom with Denise, Sarah (Finance), Marcus Webb 
(Compliance), Elena (Treasury), and Jessica (Ops). 

Marcus Chen started simply: "Walk me through 
what happened Friday." 

Denise described the 3,172 exceptions, the 
UNKNOWN labels, the 11-hour war room, the six 
spreadsheet versions. 

Marcus Chen nodded. "Classic ambiguous exception hell. Let me show you what 
deterministic triage looks like." 

 

Part 1: Deterministic Compute (The First Gate) 

═══════════════════════════════════════════════════════════════════ 
껾껿꼀껽 VERIT DETERMINISTIC COMPUTE - WEEK 37 
First Gate: Proof-Before-Pay 
═══════════════════════════════════════════════════════════════════ 
 
INPUTS VERIFICATION: 
────────────────────────────────────────────────────────────────── 
ERP Export (NetSuite): 
  Input Digest: 0xAE12F7C4... 
  Records: 8,402 
  Status: 膆 VALID 
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PSP Settlement (Stripe): 
  Input Digest: 0xAE12F7C4... 
  Records: 8,402 
  Status: 膆 MATCH 
 
═══════════════════════════════════════════════════════════════════ 
POLICY GATES (Automatic Classification): 
═══════════════════════════════════════════════════════════════════ 
 
Gate 1: ACK (Finance Authorization) 
  膆 PASS: 8,290 publishers 
   HOLD: 112 publishers 
   
  REASON CODES: 
    ACK.TOTALS.VARIANCE (112): 
      ERP vs PSP mismatch detected 
      Avg variance: $0.37 (FX rounding) 
      Owner: Finance 
      SLA: 4 hours 
      Auto-action: Flag for review 
 
────────────────────────────────────────────────────────────────── 
Gate 2: CT (Compliance/Tax/KYC) 
  膆 PASS: 8,314 publishers 
   HOLD: 88 publishers 
   
  REASON CODES: 
    CT.KYC.EXPIRED (88): 
      W-9 tax form expired 
      Last updated: >30 days ago 
      Owner: Compliance 
      SLA: 2 business days 
      Auto-action: Email publisher with renewal link 
 
────────────────────────────────────────────────────────────────── 
Gate 3: SPV (Settlement Provider Verification) 
  膆 PASS: 8,400 publishers 
   HOLD: 2 publishers 
   
  REASON CODES: 
    SPV.FILE.HASH_MISMATCH (2): 
      Bank settlement file re-exported 
      Content identical; timestamp changed 
      Owner: Treasury 
      SLA: 1 hour 
      Auto-action: Verify content equality, approve if match 
 
────────────────────────────────────────────────────────────────── 
Gate 4: INPUT_SCHEMA 
  膆 PASS: 8,388 publishers 
   HOLD: 14 publishers 
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  REASON CODES: 
    ACK.INPUT.MISSING (14): 
      Field 'vendor_id' = NULL 
      Cause: Upstream schema change (field renamed) 
      Owner: Operations 
      SLA: 3 hours 
      Auto-action: Map supplier_id → vendor_id 
 
────────────────────────────────────────────────────────────────── 
Gate 5: TAX_POLICY 
  膆 PASS: 5,446 publishers 
   HOLD: 2,956 publishers 
   
  REASON CODES: 
    CT.TAX.RATE_MISMATCH (2,956): 
      India VAT: Expected 19%, calculated with 18% 
      Policy version: TAX_POLICY_v17 (outdated) 
      Current version: TAX_POLICY_v18 (not applied) 
      Owner: Finance + Engineering 
      SLA: Next window 
      Auto-action: Update policy version, recalculate 
 
═══════════════════════════════════════════════════════════════════ 
SUMMARY: 
═══════════════════════════════════════════════════════════════════ 
 
Total Publishers: 8,402 
Ready to Pay: 5,230 (62%) 
On Hold: 3,172 (38%) 
 
Exception Types: 5 (not 3,172 generic "UNKNOWNS") 
  1. ACK.TOTALS.VARIANCE: 112 
  2. CT.KYC.EXPIRED: 88 
  3. SPV.FILE.HASH_MISMATCH: 2 
  4. ACK.INPUT.MISSING: 14 
  5. CT.TAX.RATE_MISMATCH: 2,956 
 
═══════════════════════════════════════════════════════════════════ 

The room went silent. 

Sarah finally spoke: "You're telling me all 3,172 exceptions fall into just five categories?" 

"Yes," Marcus Chen said. "And each category has a specific owner, SLA, and resolution 
path." 

Denise leaned forward: "So instead of 3,172 unknowns, we have 5 known problems?" 

"Exactly." 
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Part 2: The Reason-Coded Hold Matrix (Structured Triage) 

Marcus Chen pulled up the triage dashboard: 

═══════════════════════════════════════════════════════════════════ 
궬궨궭궮궯 HOLD MATRIX - WEEK 37 
Structured Exception Triage 
═══════════════════════════════════════════════════════════════════ 
 
Exception Type          Count  Owner       SLA    Status       Action 
────────────────────────────────────────────────────────────────────── 
ACK.TOTALS.VARIANCE     112    Finance     4h     밃 Review    Manual review 
CT.KYC.EXPIRED          88     Compliance  2d     밄 Auto      Email sent 
SPV.FILE.HASH_MISMATCH  2      Treasury    1h     밄 Resolved  Content 
verified 
ACK.INPUT.MISSING       14     Operations  3h     밃 Fixing    Schema mapping 
CT.TAX.RATE_MISMATCH    2,956  Finance+IT  Next   꾂 Defer     Apply to Week 
38 
 
═══════════════════════════════════════════════════════════════════ 
RESOLUTION STATUS: 
═══════════════════════════════════════════════════════════════════ 
 
Auto-Resolved:      90 (SPV + partial CT.KYC) 
Pending Fix:        126 (ACK + INPUT) 
Deferred to Next:   2,956 (TAX policy update) 
 
Ready to Release:   5,230 publishers ($5,847,293) 
Held for Review:    216 publishers ($2,400,000) 
 
Estimated Time to ALLOW (clean publishers): 8 minutes 
 
═══════════════════════════════════════════════════════════════════ 

Jessica (Ops) stared at the screen. "Wait. You're saying we can release payments for the 
5,230 clean publishers right now?" 

"Yes," Marcus Chen said. "They passed all gates. The 216 with issues stay on hold with 
specific reason codes." 

"And the 2,956 India publishers with the VAT issue?" 

"Policy needs updating. Apply the correct rate to next week's window. These publishers 
get paid then with the corrected tax calculation." 
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Marcus Webb (Compliance) spoke up: "What about the 88 KYC expired publishers?" 

"Already handled," Marcus Chen said. "Verit sent automated emails with renewal links 3 
minutes after detection." 

He pulled up the email template: 

────────────────────────────────────────────────────────────────── 
긼긽긾긿김깂깁 AUTO-NOTIFICATION: KYC Document Expired 
────────────────────────────────────────────────────────────────── 
 
Hi Publisher Name is temporarily on hold  
for the following reason: 
 
 CT.KYC.EXPIRED 
   Your W-9 tax form expired on 2024-09-01 
 
ACTION REQUIRED: 
Please upload a new W-9 form here: 
https://novaaffiliates.com/kyc/renew 
 
Once verified, your payment will release automatically within 2 hours. 
 
Questions? Reply to this email or contact compliance@nova.com 
 
────────────────────────────────────────────────────────────────── 
VERIFICATION LINK: [secure token] 
PUBLISHER ID: PUB-8841 
HOLD CODE: CT.KYC.EXPIRED 
WINDOW: WEEK-37-2024 
────────────────────────────────────────────────────────────────── 

Marcus Webb's jaw dropped. "So publishers know exactly why they're on hold and how 
to fix it?" 

"And they can fix it themselves," Marcus Chen confirmed. "No support tickets. No 
manual triage." 

 

Part 3: Policy Studio (Prevent Before You Fix) 

Marcus Chen showed them how exceptions could be prevented entirely: 

═══════════════════════════════════════════════════════════════════ 
諀誾調 VERIT POLICY STUDIO 
Exception Prevention Rules 
═══════════════════════════════════════════════════════════════════ 
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RULE: CT.KYC.EXPIRING_SOON 
────────────────────────────────────────────────────────────────── 
Trigger: vendor.kyc_expiry < today() + 30 days 
Action:  auto_notify(publisher, "KYC expires soon - renew now") 
Status:  ACTIVE 
 
Result: Publishers notified 30 days before expiration 
        Proactive renewal rate: 87% 
        Exceptions prevented: ~70/week 
 
────────────────────────────────────────────────────────────────── 
RULE: ACK.TOTALS.VARIANCE_THRESHOLD 
────────────────────────────────────────────────────────────────── 
Trigger: abs(ERP_total - PSP_total) > $1.00 
Action:  hold(reason="ACK.TOTALS.VARIANCE") 
Status:  ACTIVE 
 
Result: Variances <$1.00 auto-approved (FX rounding tolerance) 
        Manual review only for material differences 
 
────────────────────────────────────────────────────────────────── 
RULE: CT.TAX.POLICY_VERSION_CHECK 
────────────────────────────────────────────────────────────────── 
Trigger: tax_policy_version != CURRENT 
Action:  alert(finance, "Tax policy outdated - update before run") 
Status:  ACTIVE 
 
Result: Policy drift detected before payout execution 
        India VAT issue would have been caught proactively 
 
═══════════════════════════════════════════════════════════════════ 

Sarah (Finance) looked amazed. "So the India VAT problem—affecting 2,956 
publishers—would have been caught before we ran payouts?" 

"Yes. The system would have alerted you that TAX_POLICY_v17 was outdated and 
needed updating to v18." 

"And we could have fixed it before Friday morning?" 

"Correct." 

 

Part 4: Exception Classifier+ (Learning Loop) 

Marcus Chen showed them the learning component: 
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═══════════════════════════════════════════════════════════════════ 
뱅뱆뱇뱈뱉뱊뱋뱌 EXCEPTION CLASSIFIER+ 
Predictive Exception Detection 
═══════════════════════════════════════════════════════════════════ 
 
HISTORICAL PATTERN ANALYSIS (Last 12 weeks): 
────────────────────────────────────────────────────────────────── 
CT.KYC.EXPIRED: 
  Chronic offenders: 23 publishers (fail every 90 days) 
  Prediction: PUB-4729 will fail Week 40 (KYC expires 10/01) 
  Auto-action: Notify publisher on 09/25 (proactive) 
 
ACK.TOTALS.VARIANCE: 
  Recurring pattern: EUR publishers (FX rounding) 
  Prediction: 89% of EUR publishers will trigger variance 
  Auto-action: Apply $1.00 tolerance threshold 
 
ACK.INPUT.MISSING: 
  Root cause: CRM schema changes every 6 weeks 
  Prediction: Next schema change expected Week 43 
  Auto-action: Alert Operations team Week 42 
 
═══════════════════════════════════════════════════════════════════ 
WEEK 38 FORECAST (Next Friday): 
═══════════════════════════════════════════════════════════════════ 
 
Expected Exceptions: 47 (vs 3,172 this week) 
  - CT.KYC.EXPIRED: 12 (proactive emails sent) 
  - ACK.TOTALS.VARIANCE: 35 (tolerance applied) 
  - Other: 0 (all patterns addressed) 
 
Expected Auto-Resolution Rate: 94% 
Expected Time to ALLOW: <10 minutes 
 
═══════════════════════════════════════════════════════════════════ 

Denise stared at the forecast. "You're predicting next week will have forty-seven 
exceptions instead of three thousand?" 

"Based on your historical patterns and the fixes being applied, yes." 

"And ninety-four percent will auto-resolve?" 

"Yes." 

Elena (Treasury) whispered: "This is what we've been missing all along." 

 

Part 5: Closed-Loop Resolution (The Feedback System) 
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Marcus Chen pulled up the resolution tracker: 

═══════════════════════════════════════════════════════════════════ 
膆껎껏 CLOSED-LOOP RESOLUTION TRACKER 
Learning from Every Fix 
═══════════════════════════════════════════════════════════════════ 
 
RESOLVED EXCEPTION: SPV.FILE.HASH_MISMATCH 
────────────────────────────────────────────────────────────────── 
Exception ID: EX-2024-09-13-001 
Publishers Affected: 2 (PUB-1947, PUB-8472) 
Reason: Bank file re-exported with new timestamp 
   
Resolution: 
  - Verified content equality (digest match despite timestamp) 
  - Approved both publishers 
  - Time to resolution: 1h 12m 
  - Resolved by: elena@nova.com 
 
Learning Applied: 
  膆 Future file re-exports: Auto-verify content equality 
  膆 If content matches: Auto-approve (no manual review) 
  膆 If content differs: HOLD with reason SPV.CONTENT_CHANGED 
 
Next Occurrence: This exception type will auto-resolve 
 
────────────────────────────────────────────────────────────────── 
RESOLVED EXCEPTION: CT.KYC.EXPIRED 
────────────────────────────────────────────────────────────────── 
Exception ID: EX-2024-09-13-002 
Publisher: PUB-8841 
Reason: W-9 expired 2024-09-01 
 
Resolution: 
  - Auto-email sent 09/13 09:04 AM 
  - Publisher uploaded new W-9 09/13 11:23 AM 
  - Document verified by compliance 
  - Payment released 09/13 11:45 AM 
  - Time to resolution: 2h 41m 
 
Learning Applied: 
  膆 PUB-8841 flagged for proactive notification (next expiry: 2025-09-01) 
  膆 Auto-reminder: 30 days before expiration 
  膆 Pattern detected: Publisher responds quickly to email notifications 
 
═══════════════════════════════════════════════════════════════════ 

Marcus Webb (Compliance) nodded slowly. "So the system learns from every resolution 
and applies it going forward?" 
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"Yes. If Elena manually approves a file hash mismatch today, the system will auto-
approve similar cases tomorrow." 

"That's..." Marcus searched for words. "That's actually intelligent." 

"It's deterministic pattern recognition," Marcus Chen corrected gently. "Not AI guessing. 
Every exception is tied to a transcript, so we can verify that similar inputs produce similar 
holds—and similar resolutions should apply." 

 

The New Friday 

One Week Later: Friday, September 20th, 9:03 AM 

Denise watched the payout execution with her entire team on Zoom. 

9:00 AM: Payout job started 
9:01 AM: Deterministic compute running 
9:02 AM: Policy gates checking 
9:03 AM: Results displayed 

═══════════════════════════════════════════════════════════════════ 
膆 WEEK 38 PAYOUT - EXECUTION COMPLETE 
═══════════════════════════════════════════════════════════════════ 
 
Total Publishers: 8,489 
Ready to Pay: 8,442 (99.4%) 
On Hold: 47 (0.6%) 
 
EXCEPTION BREAKDOWN: 
────────────────────────────────────────────────────────────────── 
CT.KYC.EXPIRED:           12 (auto-notifications sent) 
ACK.TOTALS.VARIANCE:      35 (within $1.00 tolerance - auto-approved) 
SPV.FILE.HASH_MISMATCH:   0  (content equality auto-verified) 
ACK.INPUT.MISSING:        0  (schema mapping applied) 
CT.TAX.RATE_MISMATCH:     0  (India VAT updated to 19%) 
 
AUTO-RESOLVED: 35 (100%) 
PENDING PUBLISHER ACTION: 12 (KYC renewal emails sent) 
 
TIME TO ALLOW: 8 minutes 14 seconds 
 
APPROVED BY: 
  膆 Finance (ACK): Sarah K. - 09/20 09:01:47 
  膆 Compliance (CT): Marcus W. - 09/20 09:02:12 
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  膆 Treasury (SPV): Elena M. - 09/20 09:02:34 
 
Status: 밄 RELEASED 
 
Amount Paid: $8,428,293.00 
Publishers Paid: 8,442 
Held for Review: 12 
 
═══════════════════════════════════════════════════════════════════ 

The Slack channel—now renamed from #HOLD_HELL to #AUTO-ALLOW—erupted with 
celebration emojis. 

Sarah posted: 

"47 exceptions. Not 3,172. And 35 of them auto-resolved. This is what normal looks like." 

Marcus Webb added: 

"The 12 KYC holds? Publishers already got emails with renewal links. Half of them have 
already uploaded new docs. We'll probably clear 6 by lunch." 

Elena finished: 

"Time to ALLOW: 8 minutes. Last week: 3 days. I don't even know what to do with all this 
free time." 

Denise sent one message: 

"We didn't automate finance. We debugged trust." 

 

The Publisher Who Stayed 

Monday, September 23rd 

Denise received an email that made her tear up: 

From: james@topperformer.com 
To: denise@novaaffiliates.com 
Subject: Thank You 
 
Denise, 
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I'm the publisher who sent you the angry email two weeks ago  
threatening to leave after 3 years. I'm writing to apologize— 
and to say thank you. 
 
This Friday, I got paid on time for the first time in months.  
No delays. No mystery holds. No support tickets. 
 
Even better: I got an automated email explaining that my KYC  
document was expiring in 3 weeks, with a direct link to renew it.  
I uploaded a new W-9 in 5 minutes. 
 
Last month, when my KYC expired, my payment was delayed for 5 days  
and I had to spend 8 hours on support calls figuring out what was  
wrong. This time? Zero friction. 
 
Whatever you changed, it's working. I'm staying with NovaAffiliates. 
 
Thank you for fixing this. 
 
James 
TopPerformer Marketing 

Denise forwarded the email to her team with one line: 

"This is why we do this work." 

 

The Transformation Metrics 

Three Months Later: December 2024 

Jessica (Ops) presented the quarterly business review to the board: 

━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━ 
NOVAAFFILIATES EXCEPTION MANAGEMENT TRANSFORMATION 
Q3 2024 (before Verit) vs Q4 2024 (after Verit) 
━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━ 
 
Metric                          Q3 2024    Q4 2024    Change 
──────────────────────────────────────────────────────────────── 
Average exceptions per week     2,847      38         -98.7% 
Time to resolution              2.4 days   8 minutes  -99.8% 
Manual triage hours             240h/week  4h/week    -98.3% 
Auto-resolution rate            0%         94%        +94 pp 
Publisher complaints            847        12         -98.6% 
Support tickets (payment)       3,492      47         -98.7% 
 
FINANCIAL IMPACT: 
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──────────────────────────────────────────────────────────────── 
Ops team productivity           +236 hours/week (6 FTEs worth) 
Support cost reduction          -$127k/quarter 
Payment delays eliminated       $8.2M/week flowing on time 
Publisher retention             +12 partners saved ($4.8M annual GMV) 
 
PUBLISHER SATISFACTION: 
──────────────────────────────────────────────────────────────── 
"Payment reliability" score     4.2/10     9.1/10     +116% 
NPS (payment experience)        -23        +67        +90 pts 
Churn rate (payment-related)    8.4%       0.7%       -92% 
 
━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━ 

The board chair looked at the numbers and asked: "This is real? Exceptions dropped 
from 2,800 to 38 per week?" 

"Real," Jessica confirmed. "And most weeks, we're below 20 now." 

"How?" 

"Structured reason codes, proactive notifications, learning loops. Every exception has a 
name, an owner, and a clock. And the system learns from every resolution." 

Another board member: "What happened to the 236 hours per week your team saved?" 

"They're doing strategic work now," Denise answered. "Publisher relationship 
management. Policy optimization. Product partnerships. Not chasing mystery exceptions 
in spreadsheets." 

 

The CFO Network Keynote 

January 2025 - Digital Payments Summit 

Denise was invited to keynote the industry's largest CFO conference. 

Her title: "From 3,172 UNKNOWNS to 5 Known Problems: The Death of Exception 
Hell" 

She opened with one slide: 

━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━ 
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THE FRIDAY THAT NEVER ENDED 
━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━ 
 
Friday 9:03 AM: 
  Exceptions detected: 3,172 
  Reason codes: "UNKNOWN" (all of them) 
   
  Team response: 
    - 11 hours of manual triage 
    - 6 spreadsheet versions 
    - Zero payments released 
    - Top publisher threatens to leave 
     
Monday 9:00 AM: 
  Payments finally released (delayed 3 days) 
  Publishers angry 
  Team exhausted 
  CEO asking: "Why does this happen every Friday?" 
 
THE REAL PROBLEM: We couldn't name what was broken. 
 
━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━ 

She walked through the anatomy of chaos: 

1. Ambiguous error buckets (everything is "UNKNOWN") 
2. Cross-system triggers (Finance vs Compliance vs Treasury all flag different 

things the same way) 
3. Reactive triage (war room spreadsheets with six versions) 
4. No learning loop (same exceptions every week) 

Then she showed the Verit transformation: 

1. Deterministic compute (policy gates classify exceptions automatically) 
2. Reason-coded holds (ACK.TOTALS.VARIANCE, CT.KYC.EXPIRED, etc.) 
3. Structured triage matrix (owner, SLA, status for each exception type) 
4. Proactive prevention (Policy Studio rules catch issues before execution) 
5. Learning loops (Exception Classifier+ predicts and prevents recurring failures) 
6. Closed-loop resolution (every fix teaches the system) 

During Q&A, a CFO from a creator platform raised his hand: 

"How many of your exceptions are now auto-resolved?" 
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"Ninety-four percent," Denise said. "The remaining six percent need human judgment—
high-value payments, first-time publishers, unusual patterns. But even those come with 
full context and suggested actions." 

Another CFO: "What was the hardest part of implementation?" 

Denise thought carefully. "Trusting that the system could actually classify exceptions 
better than humans. We'd spent years developing 'exception intuition'—the ability to 
guess what was wrong based on vague error messages." 

"And?" 

"Turns out, humans are terrible at guessing. Machines with structured reason codes are 
perfect at classifying. We should have automated this years ago." 

A third CFO asked the question Denise had been waiting for: "What did your team do 
with all the freed-up time?" 

Denise smiled. "They stopped firefighting and started preventing fires. Sarah built a 
policy optimization framework. Marcus created a publisher self-service KYC portal. 
Jessica launched a partner education program." 

She clicked to her final slide: 

━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━ 
WHAT WE LEARNED 
━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━ 
 
 BEFORE: "Exceptions detected (reason: UNKNOWN)" 
   - 3,172 mystery errors every Friday 
   - 11-hour war room triage sessions 
   - Six spreadsheet versions, zero answers 
   - Publisher complaints: 847/quarter 
   - Team morale: Burnout 
    
膆 AFTER: "5 exceptions, all classified and routed" 
   - 38 avg exceptions/week (98.7% reduction) 
   - 94% auto-resolved in <10 minutes 
   - Publishers get proactive notifications 
   - Publisher complaints: 12/quarter 
   - Team morale: Restored 
 
THE LESSON: 
You can't fix what you can't name. 
 
Structured reason codes turn chaos into choreography. 
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━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━━ 

After her talk, 34 CFOs approached her asking for introductions to Verit. 

 

The Exception That Proved the Rule 

March 2025 - A Test of the System 

On a Friday morning three months into the Verit deployment, something unusual 
happened. 

At 9:02 AM, the system flagged 847 exceptions—a massive spike. 

But this time, nobody panicked. 

═══════════════════════════════════════════════════════════════════ 
 EXCEPTION SPIKE DETECTED - WEEK 12 
═══════════════════════════════════════════════════════════════════ 
 
Exception Type: CT.TAX.JURISDICTION_UNKNOWN 
Count: 847 
Affected Region: California 
Root Cause: New county tax added (Santa Clara County - 0.25% surcharge) 
 
ANALYSIS: 
────────────────────────────────────────────────────────────────── 
Policy version: TAX_POLICY_v23 
Issue: County-level tax code CA-SC not in policy lookup table 
Impact: All California publishers with Santa Clara County addresses 
 
RECOMMENDED ACTION: 
────────────────────────────────────────────────────────────────── 
25%) to TAX_POLICY_v24 
2. Recalculate affected publishers 
3. Expected resolution time: 15 minutes 
 
TEMPORARY WORKAROUND: 
────────────────────────────────────────────────────────────────── 
Hold these publishers for this window 
Apply updated policy to Week 13 (automatic) 
Notify publishers of 1-week delay with exact reason 
 
═══════════════════════════════════════════════════════════════════ 

Sarah (Finance) saw the alert at 9:03 AM. 
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By 9:07 AM, she'd updated TAX_POLICY_v24 with the new county tax. 

By 9:11 AM, she'd approved deferring the 847 publishers to next week. 

By 9:12 AM, all 847 publishers received automated emails: 

Subject: Week 12 Payment Update - California Tax Policy 
 
Hi Publisher Name 
  Week 13 Total: $XXX.XX (includes both weeks) 
 
NO ACTION REQUIRED on your part. 
 
Questions? Reply to this email or visit novaaffiliates.com/help 
 
────────────────────────────────────────────────────────────────── 
TECHNICAL DETAILS: 
Exception Code: CT.TAX.JURISDICTION_UNKNOWN 
Window: WEEK-12-2025 
Resolution: Deferred to WEEK-13-2025 (automatic) 
Updated Policy: TAX_POLICY_v24 (active Week 13) 
────────────────────────────────────────────────────────────────── 

By 9:15 AM, the remaining 7,642 publishers were paid. 

Total time from exception detection to resolution: 13 minutes. 

Support tickets received: 0 (publishers understood the delay and reason). 

Denise sent a Slack message to the team: 

"Three months ago, an 847-exception spike would have ruined our entire weekend. Today, 
Sarah handled it in 13 minutes and publishers got proactive, clear communication. This is 
what good systems look like." 

 

The Thank You Note 

Friday, September 13th, 2025 - One Year Anniversary 

Denise sent a message to #finance-operations: 

One year ago today, at 9:03 AM, our payout system flagged 3,172 exceptions. 
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We spent 11 hours in a war room, created 6 spreadsheet versions, and released payments 
3 days late. 

Our top publisher threatened to leave. 
Our team was exhausted. 
Our CEO asked: "Why does this happen every Friday?" 

The answer was simple: we couldn't name what was broken. 

Every exception was labeled "UNKNOWN." Finance blamed Compliance. Compliance 
blamed Treasury. Treasury blamed the data. Nobody knew where to start. 

Today, we processed 8,847 publishers in 8 minutes. 23 exceptions. All classified. 21 auto-
resolved. 2 requiring human judgment. 

The difference? Structured reason codes. Every exception has a name, an owner, a clock, 
and a resolution path. 

We stopped firefighting and started preventing fires. 

Sarah replied: 

"I used to dread Fridays. Now Friday mornings are the most boring part of my week. And 
boring is exactly what we needed." 

Marcus Webb added: 

"The 88 KYC-expired publishers from last year? This year, 76 of them renewed proactively 
after getting 30-day warning emails. We prevented the exception before it happened." 

Elena finished: 

"We replaced mystery spreadsheets with deterministic triage. That's the difference between 
guessing and knowing." 

Jessica posted the final update: 

"Publisher retention is up 12%. Complaints are down 98%. And James from TopPerformer 
just renewed for another 3 years. This is what trust looks like." 
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The Ripple Effect 

18 Months Later 

Of the 34 CFOs who approached Denise after her keynote: 

 31 implemented Verit's reason-coded exception system 
 29 reported >90% reduction in weekly exceptions within 90 days 
 100% reported improved publisher/partner satisfaction 
 Average ops time saved: 180+ hours per week 
 Average support ticket reduction: 95% 

Marcus Webb (Compliance) became a conference speaker, presenting "From Unknown 
to Known: The Death of Generic Error Messages." 

Sarah (Finance Director) was promoted to VP of Financial Operations. 

Jessica (Ops Manager) launched NovaAffiliates' new Partner Success program—possible 
because her team wasn't spending 240 hours/week triaging exceptions. 

And every Friday at 9:03 AM, the exception count appeared on Denise's screen: 

Week 64: 12 exceptions (11 auto-resolved, 1 manual review) 
Week 65: 8 exceptions (8 auto-resolved) 
Week 66: 5 exceptions (5 auto-resolved) 
Week 67: 19 exceptions (18 auto-resolved, 1 manual review) 

The numbers varied. But one thing never changed: 

Everything had a name. Everything had an owner. Everything had a path to resolution. 

And Fridays were boring. 

Exactly as they should be. 
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Verit Principle #6: Deterministic Triage 

"You can't fix what you can't name." 

The problem was never that NovaAffiliates had 
exceptions. 
Every payment system has exceptions. 

The problem was ambiguous exceptions. 

Generic error labels ("UNKNOWN"). Cross-system 
triggers that looked identical. Manual spreadsheet 
triage. No learning loops. 

3,172 mystery errors became 11 hours of 
firefighting became 3 days of delays became angry publishers became lost revenue. 

Verit makes exceptions deterministic by naming them: 

1. Structured reason codes → ACK.TOTALS.VARIANCE, CT.KYC.EXPIRED, 
SPV.FILE.HASH_MISMATCH (not "UNKNOWN") 

2. Automatic classification → Policy gates assign codes based on which rule failed 
3. Ownership routing → Each exception type has an owner, SLA, and resolution 

path 
4. Proactive prevention → Policy Studio rules catch issues before execution 
5. Learning loops → Exception Classifier+ predicts recurring failures 
6. Closed-loop resolution → Every fix teaches the system 

From that moment on, exceptions stop being mysteries and start being math. 

Finance stops blaming Compliance. Compliance stops blaming Treasury. Treasury stops 
blaming the data. 

Because now everyone can see exactly what's broken—and exactly how to fix it. 

The hold queue from hell disappears. 

And Fridays become boring. 
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The Epilogue: What Boring Looks Like 

Two Years Later - September 2026 

It was Friday morning. 9:03 AM. 

Denise opened her laptop out of habit, though she knew what she'd see: 

═══════════════════════════════════════════════════════════════════ 
膆 WEEK 102 PAYOUT - EXECUTION COMPLETE 
═══════════════════════════════════════════════════════════════════ 
 
Total Publishers: 11,247 (growth: +34% since Year 1) 
Ready to Pay: 11,242 (99.96%) 
On Hold: 5 (0.04%) 
 
EXCEPTION BREAKDOWN: 
────────────────────────────────────────────────────────────────── 
CT.KYC.EXPIRED:           2 (auto-notifications sent 30 days ago) 
ACK.TOTALS.VARIANCE:      1 (manual review: $127 FX anomaly) 
SPV.BANK_DETAILS_UPDATE:  2 (publisher self-service portal notified) 
 
AUTO-RESOLVED: 4 
PENDING ACTION: 1 (Finance reviewing $127 variance) 
 
TIME TO ALLOW: 7 minutes 23 seconds 
 
Amount Paid: $12,847,293.00 
Publishers Paid: 11,242 
 
═══════════════════════════════════════════════════════════════════ 

Five exceptions. Four auto-resolved. One requiring 10 minutes of human review. 

Denise closed her laptop and went to get coffee. 

Sarah handled the $127 variance in 8 minutes (FX rate anomaly from a bank holiday—
approved with a note). 

Marcus's compliance team had sent KYC renewal reminders 30 days ago. The 2 
publishers who didn't renew got automatic follow-up emails with direct upload links. 

Elena's treasury ops team didn't even log in. The system had already verified everything. 

Jessica's partner success team spent the morning on strategic initiatives—launching a 
new publisher education program in Southeast Asia. 
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At 9:15 AM, Denise sent her weekly update to the CEO: 

"Week 102 payouts: Complete. 11,242 publishers paid. 5 exceptions (4 auto-resolved). Zero 
delays. Zero complaints." 

The CEO replied: 

"Thanks. Let's talk about Q3 growth strategy this afternoon." 

That was it. No drama. No firefighting. No weekend war rooms. 

Just boring, reliable, deterministic excellence. 

Exactly as it should be. 

 

VeritOS by Verit Global Labs 
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