Alkami

Digital Banking Conversion Needs Assessment
EVALUATION & RESEARCH STAGE

Purpose
This worksheet is intended to help your financial institution align your internal teams on strategic
priorities, success metrics, and pain points as you begin exploring a new digital banking platform.

Use this collaboratively across IT, Digital Experience, Operations, Marketing, Compliance and Executive
stakeholders to ensure all voices are heard early in the process.

1. Platform Scope & Evaluation Focus

Upfront you’ll need to clarify which of your digital banking platforms your institution intends to assess
and evaluate for a new vendor. Are you evaluating:

[J Retail/Consumer platform only
[J Business/Commercial platform only
[J Both platforms together

Why this matters:

e |t directly affects which internal stakeholders should be involved (e.g., Head of Retail, Head of
Business Banking).
It impacts the complexity of your requirements and vendor comparisons.

e It shapes your timeline, success metrics, and implementation path.

Clarify the scope now to ensure you bring the right team into the process from day one.

2. Strategic Business Objectives
What are the 3—5 most important business goals you need to accomplish with a new digital banking

platform?

[J Improve customer/member digital experience
[J Increase mobile or online engagement

[J Accelerate integration with fintech partners
[J Enhance internal operational efficiency

[J Improve support for business banking clients
[CJ Reduce time-to-market for new features

[J strengthen cybersecurity and compliance

[J other:

Describe how your institution expects to achieve these objectives with a new platform:



e Example: “Improve cross-sell rates through personalized product recommendations within the
app, leveraging behavioral data.”

Detail out how these business goals fit into current and future platform capabilities beyond the basics.

e Example: “We want to offer intelligent personalization across channels—like product
recommendations based on transaction behaviors & we need to support modular fintech
add-ons through APIs or an SDK, so we can scale new capabilities quickly”

Also take note to identify what legal standards and regulations you need to satisfy when converting to a
new digital banking provider.

e Example: “Ensure compliance with FFIEC guidelines, support GLBA data privacy protections, and
provide a secure platform that aligns with our internal cybersecurity policies. Also, SOC 2 Type Il
certification for vendor systems, ADA-compliant user interfaces for accessibility, and secure audit
trails to support our regulatory reporting and exam readiness.”

3. Readiness for Change
Where is your organization today in its digital banking maturity, and where do you want to be? Use these

prompts to assess readiness and create clarity on motivation:

What'’s working well with your current digital banking experience?
What’s not working that you want to solve?
What's the risk of staying where you are? What’s the cost of doing nothing?

How aligned is leadership and the evaluation team around the urgency and priority of a platform
change?

4. KPIs and Success Metrics
What does success look like one year after go-live? What will you track?

Goal Metric Current Target Data Source
Baseline

Active Users Monthly active users 58,000 75,000 App analytics
(MAU)

User Adoption Adoption Rate 42% 60% App analytics

Customer / Member Net Promoter Score 55 60 Survey Score

Experience (NPS)

Operational Efficiency | Average Handling Time | 2.5 hrs/day <2 hours/day | Analytics

Tip: Tie this together with your strategic goals - you need to go the step further to make those goals into
measurable objectives. Work to outline SMART goals - specific, measurable, achievable, relevant, and
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time-bound. For example, “Improve UX” is too broad. Try instead: “Increase mobile adoption by 10%
over 12 months.”

5. Current Pain Points
What'’s not working well today with your current platform or digital experience?

UX challenges (e.g. mobile and desktop experiences feel disconnected)
Limited third-party integration capabilities

Inconsistent uptime / service interruptions

Poor vendor support and communication

Data silos / lack of actionable insights

Long deployment cycles or delayed roadmap

Outdated technology - legacy systems lack modern features

Gaps in security, fraud detection, or compliance features

Other:

000000000

Tip: Make sure you include both your team’s perspective & your users’ perspective. What pain points or
repeated issues have your account holders directly brought up via surveys or call center insights?
Compare to find the connection between what your team surfaces as a priority as well as your users.

6. Stakeholder Priorities
Which departments or teams have the most at stake in this switch? What are their top concerns or

needs?

Department Representative(s) Top Priorities / Use Cases

7. Evaluation Filters
What will disqualify a vendor from consideration?

No API/SDK support

Limited FinTech partner ecosystem

Poor mobile performance benchmarks (low app score rating)

Does not have mobile and desktop parity

Constrained or lite product roadmap (concerns with roadmap deliverables being
available for new clients)

Lack of experience with institutions of our size or type

o0 00000

Informal implementation plan or lacking success track record
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[J Limited support for business banking clients

[J other:

8. Integration & Systems

Compile this upfront information, so you are prepared to share with vendors during the requirements

gathering stage. It will help the vendors tailor their platform demonstrations to your specific needs and

priorities.

Your FI Name:

Your Financial Institution Profile

City/State:

FDIC/NCUA Assets:

Current Core Vendor:

Retail OLB Solution:

Cores in Consideration:

Retail Users:

Business OLB Solution:

Retail Contract Exp:

Business Users:

Target Decision Date:

Go-Live Target:

Retail Bill Pay:

Third Party Integrations - General

Retail Bill Pay Volume:

Consumer RDC:

Consumer RDC Volume:

P2P Payments:

P2P Payment Volume:

Chat:

eStatement/eDocument:

Account Opening:

Business LOS:

Consumer LOS:

Check Images:

Fraud/Analytics:

ACH (Yes/No):

Business/Comm

Data Warehouse:

ercial Banking

Wires (Yes/No):

ACH Platform:

Wire Platform:

Business Bill Pay:

Business Bill Pay Volume:

Business RDC:

Business RDC Volume:

Positive Pay:

Invoicing:

Debit and Credit Cards
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Credit Card Brand: Debit Card Brand:
Credit Card Processor: Debit Card Processor:
Credit Card Platform: Debit Card Platform:
Credit Card Controls: Debit Card Controls:
Full Serv/In-House: ATM Hardware:

Business Banking User Volumes
Based on the breakdown of services offered, provide an approximate volume of users for each vertical.

Micro Business
Small Business
Middle Market

Commercial
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