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EXECUTIVE SUMMARY

Most organisations today still rely on reactive chatbots that only respond to user prompts. These systems deliver limited value,
high maintenance costs, and poor customer experiences. The next competitive advantage lies in migrating to proactive, goal-
oriented Agentic Al systems that can plan, reason, execute multi-step tasks, and deliver outcomes autonomously.

The Conversational-to-Agentic Migration Playbook provides a complete, proven framework to safely and efficiently
transition from traditional chatbots to sovereign agentic systems. It includes technical patterns, change management
strategies, ROl acceleration tactics, and risk mitigation steps.

Hosted on the Singularity Agentic Platform, this migration enables organisations to unlock dramatically higher automation
levels, superior customer experiences, and measurable productivity gains.

Key Outcomes

® 3-6x increase in task completion rate compared to chatbots

® 40-65% reduction in operational workload for routine processes

e 25-50% improvement in customer satisfaction and resolution speed

e Accelerated time-to-value from months to weeks

e Full data sovereignty and compliance maintained throughout migration

e ROI of 190-280% with payback typically in 2—5 months

1. THE CHALLENGE: LIMITATIONS OF REACTIVE CHATBOTS

Organisations face several critical limitations with current chatbot deployments:

® Reactive nature — only responds when prompted, no proactive initiative
e Limited to single-turn or short multi-turn conversations

e High hallucination rates and inability to execute real business actions

e Expensive maintenance and constant prompt tuning

e Poor integration with backend systems and workflows

e | ow automation depth and minimal ROI

e Difficulty scaling to complex, multi-step business processes
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e Growing user frustration with “| don’t understand” responses

These constraints keep organisations stuck in low-value automation while competitors move toward true agentic intelligence.

2. THE SOLUTION: CONVERSATIONAL-TO-AGENTIC MIGRATION

The Singularity Conversational-to-Agentic Migration Agent is a sovereign Standard Agent that guides and powers your
transition. It analyses existing chatbot dialogues, identifies high-value use cases, designs agentic workflows, and manages the
phased migration with minimal disruption.

Core Capabilities

e Automated dialogue analysis and opportunity identification
e Agentic workflow design and LangGraph orchestration

e Phased migration with parallel operation (chatbot + agent)
e Human-in-the-loop governance during transition

e Continuous performance comparison and optimisation

e Knowledge transfer from existing chatbot content to sovereign RAG

3. HOW THE AGENT WORKS (TECHNICAL BLUEPRINT)

Standard Agent Architecture on Singularity Platform

1. Perception Layer (n8n + Qdrant) Analyses historical chatbot logs, conversation transcripts, and business process data.

2. Reasoning & Migration Layer (LangGraph) Stateful workflow: Analyse Current State — Identify Opportunities —
Design Agentic Flows — Test in Parallel — Migrate — Optimise — Learn.

3. Execution Layer (OpenClaw + n8n) Deploys new agentic workflows while keeping legacy chatbots active during
transition.

4. Governance Layer (LangSmith) Full traceability, A/B testing, performance dashboards, and audit trails.

Deployment Tier: Standard — ideal for most organisations beginning their agentic journey.

4. MIGRATION PLAYBOOK

Migration Phase Key Activities Typical Duration Success Metric
1 Assessment & Opportunity Dialogue mining, use-case prioritisation  2—-3 weeks 15-30 high-value processes identified
2 Agentic Design LangGraph workflow creation, tool 3-5 weeks 80%+ automation coverage
integration
3 Parallel Operation I%g?éb(’t +Agent side-by-side with routing 4_g \yeeks A/B performance comparison
4 Full Cutover & Optimisation Decommission chatbot, continuous 2—-4 weeks 3—-6x task completion rate
improvement

5. PROVEN BUSINESS OUTCOMES



Typical Results

e Task automation rate: 3—6x higher than chatbots
e QOperational workload reduction: 40-65%

e Customer resolution time: 25-50% faster

e CSAT / NPS improvement: +18-40 points

e Maintenance effort: 60-75% lower
ROI Example (mid-to-large enterprise):

e Monthly Standard Tenant: CHF 2,990
e Projected annual benefit: CHF 850k — 3.2M+ — ROI 190-280% with payback typically in 2-5 months

6. WHY DEPLOY ON THE SINGULARITY AGENTIC PLATFORM

e 100% Swiss Sovereign: Exoscale SKS infrastructure — full control over business and customer data
e Dedicated Tenant: Guaranteed resources and secure isolation

e Migration-First: Built-in tools and patterns specifically designed for chatbot-to-agent transition

e Compliance-First: DSG/GDPR ready with full auditability

e Scalable: Starts small and grows to enterprise-wide agentic fleets
Standard Tier

e CHF 2,990 monthly base fee (12 agents included)
e Extra agents: CHF 299/month

7. IMPLEMENTATION ROADMAP

e Phase 1 (Week 1-3): Chatbot audit, use-case prioritisation, and baseline measurement
e Phase 2 (Week 4-7): Design and build first agentic workflows in parallel mode
e Phase 3 (Week 8-11): A/B testing, performance validation, and stakeholder training

e Phase 4 (Week 12—16): Full migration, legacy decommissioning, and continuous optimisation

8. COMPLIANCE & SECURITY FRAMEWORK

e Full DSG/GDPR compliance for customer interaction data

e Transparent, explainable agent decisions with complete audit trails
e Configurable human-in-the-loop during migration phase

e Comprehensive LangSmith tracing and monitoring

e All processing and storage exclusively in Swiss data centers

CONCLUSION



The Conversational-to-Agentic Migration Playbook provides the fastest and safest path from limited reactive chatbots to
powerful, proactive agentic systems.

Organisations that complete this migration gain a significant competitive advantage through higher automation depth, superior
customer experiences, and dramatically improved operational efficiency — all while maintaining complete data sovereignty.

Singularity 10
www.singularityio.ch

Zurich, Switzerland

This playbook is for informational purposes only. © 2026 Singularity 10 — Zurich, Switzerland. All rights reserved.


http://www.singularityio.ch/

