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Periodic testing prices the test. Continuous assurance prices the risk.
THE PREMISE OF THIS BUSINESS CASE
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Executive Summary

Periodic testing buys a point-in-time answer to a continuously changing question. The answer is
accurate on the day it is produced and begins decaying immediately — because configuration
changes, dependencies are updated, rules are tuned, volumes shift and releases ship.

The financial consequence is not the cost of testing. It is the cost of the interval between proof and
reality — the period in which payment behaviour is running in production without current evidence
that it is correct. This paper calls that the exposure window, and it is where payment losses actually
originate.
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The business case for continuous assurance is therefore not a testing efficiency argument. It is an
exposure argument with four measurable components:

Visible cost Delay cost

Test cycles, environments, regression labour and Extended release windows, freeze periods and
certification effort — the only pool most budgets change held back because impact is unknown.
track.

Incident cost Exposure cost

Detection, triage, remediation, customer recovery, Losses from behaviour that was never validated and
dispute handling and reconciliation. was therefore never priced.

Periodic testing addresses the first pool and leaves the other three to be absorbed elsewhere in the
business. Continuous assurance shifts spend from repeated manual effort to a reusable capability
that compresses all four.

The question is not “what does assurance cost?” It is “what is the current exposure
window costing us, and where does that cost land today?”

1. What Periodic Testing Actually Buys

A periodic test cycle produces a specific and genuinely valuable artefact: evidence that a defined
set of behaviours was correct, against a defined system state, on a defined date.

What it does not produce is a property of the system. It produces a property of a moment.

© 2026 PruTAN. All rights reserved. | prutan.com



PruTAN | Payment Reliability Assurance Platform CONFIDENTIAL

What the organisation believes it has bought What it has actually bought

The platform is reliable These scenarios passed on this build

Payments behave correctly The tested behaviours behaved correctly

We are certified We conformed to the scheme specification at a
point in time

Regression protects us Regression protects the paths someone previously
thought to write

This distinction is the entire basis of the business case. A moment-in-time asset depreciates, and
the rate of depreciation is set by the rate of change in the estate.

2. The Assurance Decay Curve

Evidence produced by a test cycle is at its most valuable on the day it is created. From that point,
every change in the estate reduces the proportion of production behaviour it still describes.

Dependency

Change . Volume Peak

Release Tested _, Config Change _ Rule Update —

EXPOSURE WINDOW

Payment behaviour running in production without current evidence that it is correct

Three variables determine how expensive the window is: how long it lasts, how much change
occurs within it, and how much financial exposure the affected journeys carry. Periodic testing can
shorten the first variable only by testing more often — which increases the visible cost pool without
addressing the other two.

Testing more frequently reduces the exposure window arithmetically. Continuous
assurance removes it structurally.

3. The Assumptions Periodic Testing Makes

Periodic testing is not flawed in itself. It is a model with preconditions — and payment estates no
longer satisfy them.
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The payment estate actually

The model assumes Financial consequence

does
The system is stable Changes configuration, rules and Behaviour changes without any
between cycles routing continuously validation event
Change arrives through Changes behaviour through Material changes bypass the
code operational consoles assurance pipeline
Dependencies behave Depends on third parties that Untested reactions to changed
consistently release on their own cadence dependency behaviour
Test conditions resemble Operates at volumes and timings Degraded-mode behaviour proven
production no environment reproduces nowhere
Coverage approximates Carries exposure in behaviours Loss concentrates outside the
risk no scenario describes tested set

Each broken assumption converts directly into an unpriced liability, because nothing in the reporting
chain identifies it as a risk.

4. The Four Cost Pools

A complete view of assurance economics requires all four pools to be visible at once. Most payment
organisations track only the first.

Cost pool Where it is incurred Where it appears in the budget

Visible cost Test cycles, environments, regression Engineering / QA — tracked and
labour, certification support scrutinised
Delay cost Extended release windows, freeze Nowhere — absorbed as slower delivery

periods, deferred change

Incident cost Detection, triage, remediation, recovery, Operations and support — attributed to
customer contact, disputes the incident, not to assurance

Exposure cost Failed payments, lost conversion, Revenue and finance — rarely traced
manual reconciliation, leakage back to a validation gap

Because three of the four pools land outside the engineering budget, reducing the first pool can
appear to be a saving while total cost rises. This is the single most common distortion in payment
assurance investment decisions.

5. The Costs That Never Reach the Testing Line

When leadership examines the true cost of periodic assurance, the majority of it is found outside
the testing budget entirely.

* War-room time and senior engineering attention during and after incidents
» Release windows extended because change impact cannot be evidenced
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» Freeze periods that push revenue-generating change out of peak trading

» Manual reconciliation and exception handling absorbed by operations teams

» Dispute and chargeback handling caused by inconsistent transaction outcomes
» Customer support contact volume driven by failed or ambiguous payments

» Audit and certification preparation reconstructed manually each cycle

» Key-person dependency, and the risk carried when that person is unavailable

None of these appear as assurance spend. All of them are consequences of assurance gaps —
and all of them are recurring.

6. What Continuous Assurance Changes Economically

Continuous assurance is not periodic testing performed more often. It changes the cost structure
itself, in three specific ways.

From labour to capability From repeated to amortised

Effort is spent once building a reproducible A scenario built for one release is invoked by every
condition, rather than repeatedly recreating it by subsequent change at negligible marginal cost.
hand.

From reactive to preventive

Failure conditions are met in a controlled environment, where remediation is cheap, rather than in production,
where it is not.

Cost behaviour Periodic testing Continuous assurance

Cost per release Substantially fixed and repeated Marginal — scenarios already
exist

Cost of a new scenario Recurs at every cycle it runs Incurred once, then amortised

Cost of assessing a Manual analysis and re-test Automated impact assessment

change

Cost of reproducing a Environment negotiation and On demand, near zero

condition delay

Cost of an incident Full detection and recovery cost Largely avoided or contained

Cost of audit evidence Reconstructed each cycle Retained continuously

7. The Unit Economics of a Payment Failure

A single failed payment is rarely a single cost. It initiates a chain in which cost accrues at every
step, across several budgets.
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IMMEDIATE Failed Payment - Customer Decline - Lost Conversion

!

DOWNSTREAM Support Contact —  Dispute or Chargeback _, Manual Reconciliation

1

INTERNAL Incident Response — Engineering Remediation Trust Erosion

The immediate row is measured by the business. The downstream row is absorbed by operations.
The internal row is rarely quantified at all — yet it consumes the most senior capacity.

The cheapest point at which a payment failure can be resolved is in a controlled
environment, before production ever encounters it. Every step to the right multiplies
the cost.

8. Risk Discovery as Cost Avoidance

The stated focus of this paper is hidden operational exposure. That exposure is the mechanism
through which assurance gaps become financial losses — and discovery is the mechanism through
which they become avoidable.

Unknown N Discovered N Ranked - Reproduced - Assured

Each stage changes the economics of the same underlying risk:

m Financial character of the risk

Unknown Unpriced and unprovisioned — cannot be managed, only absorbed
Discovered Named and estimable — can be prioritised against other exposures
Ranked Comparable — investment can be directed to the largest exposure first
Reproduced Testable — remediation can be validated rather than assumed
Assured Closed — with retained evidence that satisfies audit and certification
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The financial value of discovery is created before any remediation occurs. An exposure that has
been named can be provisioned, prioritised and scheduled; an exposure that has not been named
can only be experienced.

9. The Cost of Not Knowing

Every risk framework in a financial institution depends on risk being identifiable. Unknown payment
exposure defeats that framework quietly, because it produces no signal until it produces a loss.

Named exposure Unknown exposure

Can be ranked against other risks Competes for nothing, because it is not visible

Can be provisioned for Appears only as an unexplained loss

Can be scheduled for remediation Is remediated under incident pressure, at premium
cost

Can be evidenced to audit and regulators Surfaces during audit as a finding

Has an owner Has an owner only after the incident review

This is why discovery precedes remediation in any credible business case. The first return on
continuous assurance is not fewer incidents — it is a risk position that can finally be managed.

10. Building the Business Case

A defensible business case does not require industry benchmarks. It requires five inputs the
organisation already holds, and an honest view of where cost currently lands.

Input Source Your estate
Change volume — releases and Release and change

configuration changes per quarter management records

Critical payment journeys and their Product and finance

transaction value

Payment incident frequency, detection Incident management
time and recovery effort

Manual reconciliation and exception Operations
handling effort

Failed-payment and dispute volumes, Revenue and customer
and conversion impact support

Complete the right-hand column with your own figures — the model is deliberately estate-specific rather than benchmark-
driven.
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Against those inputs, four return levers apply. Each is measurable within a financial year:

Avoided incidents Released delay cost

Failure conditions met and resolved in a controlled Shorter release windows and fewer freeze periods,
environment rather than in production. because change impact is evidenced.

Reduced manual effort Audit and certification efficiency

Less reconciliation, exception handling and dispute Evidence retrieved rather than reconstructed at
work caused by inconsistent outcomes. each cycle.

11. Investment Profile and Payback Shape

Continuous assurance has a distinctive investment shape: effort concentrates early in discovery
and reproduction, then flattens as scenarios amortise across every subsequent change.

Period Where effort goes What leadership should expect to see

Quarter 1 Topology mapping, risk discovery, A named exposure register and three high-risk
first reproducible conditions conditions reproducible on demand

Quarter 2 Scenario build, pipeline integration, Release decisions beginning to cite evidence;
evidence retention first assurance index baseline

Quarter 3 Coverage expansion into ranked Reduced incident recurrence in assured
exposures; resilience validation journeys; shorter release windows

Quarter 4 Change-triggered assurance and A moving assurance index and measurable
executive reporting reduction in manual remediation

The visible cost pool does not disappear. It stops being the only pool that receives investment, and
it stops growing linearly with the size of the estate.

12. Objections and Answers

Five objections recur in payment assurance investment discussions. Each has a legitimate basis
and a specific answer.

Objection Answer

“We already automate extensively.” Automation increases execution speed against the
conditions you can already create. It does not
create the conditions you cannot.
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Objection Answer

“Scheme certification covers us.”

“We cannot simulate our processors.”

“Our incident rate is already low.”

“This belongs in the QA budget.”

Certification proves conformance to a specification.
It does not prove operational behaviour under
timeout, reversal, degradation or load.

Host simulation and API virtualisation exist
precisely because third-party environments cannot
be driven into failure on demand.

Incident rate measures what was detected. It is not
evidence about behaviour that has never been
exercised.

Three of the four cost pools land outside QA.
Funding it as a QA line guarantees the business
case is evaluated against the wrong number.

13. What Changes After Twelve Months

The measurable difference is best expressed as a change in what leadership can state, and what it

no longer has to absorb.

Periodic testing Continuous assurance

Evidence is current on release day
Change impact is estimated

Exposure is discovered in production

Assurance cost grows with estate size
Audit evidence is reconstructed
Reliability is asserted

Risk is absorbed

14. The Leadership View

Evidence is current continuously
Change impact is assessed and evidenced

Exposure is discovered and ranked before
production

Assurance cost amortises across changes
Audit evidence is retained and attributable
Reliability is demonstrated

Risk is named, priced and managed

The output of continuous assurance is not a test report. It is a standing position on payment
reliability that engineering, risk and business leadership can read in the same terms.
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Periodic reporting Continuous reporting

Test cycle complete; 94% pass rate; 27 defects Critical journeys assured 11 of 12 - Named

raised exposures outstanding 5 - Change assurance
rate 91% - Payment Assurance Index 88,
improving

PruTAN's CXO Companion presents this position alongside revenue-at-risk indicators and retained
audit evidence, so the assurance conversation and the commercial conversation use the same
underlying facts.

15. Conclusion

Periodic testing is not wrong. It is a model whose preconditions no longer hold in a payment estate
that changes continuously, depends on parties it does not control, and carries financial
consequence in every failure path.

Its true cost is not the cost of the test cycle. It is the cost of the exposure window between cycles —
a cost that lands in operations, in support, in reconciliation, in deferred change and in revenue, and
is therefore almost never attributed to the assurance decision that created it.

Continuous assurance closes that window. It converts repeated manual effort into a reusable
capability, unknown exposure into a managed risk position, and reliability from an assertion into
retained evidence. The investment case rests on that shift, not on testing efficiency.

The cost of assurance is visible. The cost of its absence is merely distributed.
THE PRINCIPLE BEHIND THIS BUSINESS CASE

To speak with a PruTAN advisor, contact:
info@prutan.com | prutan.com | WhatsApp: +65 8839 4410
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