Digital Banking Onboarding & Launch Guide

IMPLEMENTATION & LAUNCH STAGE

Purpose

A digital banking conversion is a major milestone, and a powerful opportunity to modernize, streamline,
and elevate your institution’s digital strategy. You don’t have to navigate it alone. After supporting many
implementations, we’ve seen what drives success and where to focus to keep things on track. This guide
shares key insights, best practices, and common milestones to help your team feel informed, aligned,
and ready for every phase, from early planning through go-live and beyond.

Understanding Your Implementation Complexity: What It Means Now

Now that you've selected your digital banking platform partner, it’s time to take a clear-eyed look at
what your implementation will require and how to set your institution up for success from the start.

No two implementations are the same. Your institution’s complexity profile will shape timelines,
resourcing, testing, and rollout strategy. Key factors that typically influence implementation complexity

include:
® A core conversion or concurrent core upgrade
® The addition of commercial banking functionality
e Total number of users and accounts
e Custom development hours (“gap hours”) required
® Number and type of third-party systems involved

Keep in mind: complexity doesn’t always mean high difficulty. Especially when you’re equipped with
the right support model, transparency, and planning process. That’s why it’s critical to work with your
vendor to fully understand how your project has been scoped, what complexity level it falls under, and
what specific considerations come with it.

At this stage, use your understanding of complexity to:

Set realistic expectations across teams and leadership
Confirm how risk will be mitigated based on your institution’s profile
Ensure internal roles and bandwidth align with the scope of the work

Validate that vendor resources match the technical and strategic needs of your launch

Your complexity is not a blocker — it’s a blueprint. The more clarity you bring to it now, the more
confidently you’ll move through each phase ahead.



Reducing Risk and Minimizing Turbulence in Your Digital Banking Conversion

Every digital banking conversion comes with some degree of risk, but those risks don’t have to derail
your timeline or disrupt your users. Based on what we've seen across many implementations, the key to
reducing turbulence lies in anticipating common friction points early and building a plan to navigate
them with clarity and alignment.

Some of the most frequent sources of delays and complications include:

Misalignment across internal teams or vendors

Delays in receiving necessary values from third-party systems
File conversion setbacks

Core connectivity or integration issues

Heavy testing burdens with limited internal bandwidth

Late-stage scope changes that impact timelines

By recognizing these risks upfront, your team can enter the process with clearer expectations, stronger
internal coordination, and more informed conversations with your new vendor.

The People Behind a Successful Digital Banking Implementation

One of the most important aspects of a successful digital banking implementation is understanding who
will be driving the project forward. From both your internal team and your vendor, the right people (in

the right roles) can make a major difference in project momentum, decision-making, and launch success.

The individuals involved, and their experience play a crucial role in how well the transition unfolds.
Below is an overview of the typical roles and responsibilities you can expect from a vendor’s
implementation team, along with supporting roles that help ensure your launch is coordinated and
successful. *Keep in mind, these roles may vary across vendors—this overview is intended for
informational purposes and reflects common scenarios.

Main Implementation Roles (Digital Banking Vendor Side)

e Project Manager (PM): Serves as your main point of contact, overseeing the entire project from
kickoff through go-live. Coordinates milestones, communication, and issue resolution.

o Technical Consultant: Provides guidance on technical setup, integrations, and configuration
options. Often brings hands-on experience from working within financial institutions or core
systems.

e Implementation Manager / Team Lead: Offers oversight across multiple projects, assists with
escalations, and ensures teams remain aligned to timeline and priorities.

e Executive Sponsor: An executive-level advocate who stays involved throughout the project,
ensuring alignment between your institution’s goals and the vendor’s delivery.

e Business Implementation Consultant: A strategic partner for commercial banking
implementations, helping ensure complex business needs are addressed in the configuration.

o Implementation Specialist: Configures features and performs readiness assessments to identify
risks prior to user acceptance testing (UAT).
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Supporting Roles You May Interact With

o Technical Implementation Engineers: Responsible for setting up and configuring your
environment, including infrastructure and integrations.

e Conversion Engineers: Manage core file conversions, ensure data integrity, and support technical
setup leading into launch week.

e Quality Assurance (QA) Team: Tests your environment to validate configurations and
customizations before launch.

® Product Owners: Write requirements for any custom work and coordinate it within the vendor’s
development sprints.

e Release Engineers: Ensure connectivity and security between your systems and the vendor’s
platform.

e Product Trainers: Provide education on platform features and tools to prepare your staff for
launch.

e Client Success or Relationship Manager: Maintains strategic alignment from contract through
kickoff, helping ensure your long-term goals are supported.

e Support Transition Team: Steps in prior to launch to ensure a smooth handoff into ongoing
support and issue triage.

Assembling Your Internal Implementation Team

Let’s take a closer look at the team members your financial institution will need to help lead a successful
implementation. While team structures may vary based on your institution’s size and setup, several core
roles consistently play a critical part in driving a smooth launch.

Every role doesn’t need a dedicated individual, as team members often take on multiple responsibilities.
What’s most important is identifying the required skill sets early and clearly defining who’s accountable
for what. This clarity helps maintain momentum, avoid bottlenecks, and ensure effective collaboration
with your vendor. Here are the roles typically involved on your side of a digital banking platform
implementation:

Core Implementation Roles (Financial Institution Side)

® Project Manager: Acts as the central point of contact and counterpart to the vendor’s project

manager. Responsible for internal coordination, task tracking, and issue resolution.
o Tip: To reduce bandwidth strain and avoid bottlenecks, many institutions find it helpful to
separate the roles of Project Manager and Test Lead.

e Test Lead: Develops institution-specific test cases and oversees UAT. Coordinates internal testers
and tracks progress.

e Core Expert: Brings detailed knowledge of your core system setup and provides critical insights
for integration and configuration decisions.

e Data Conversion Analyst: Develops and validates the process for exporting data from your core
system into the vendor’s environment, ensuring accuracy and consistency.

e Testing Team: A cross-functional group of users responsible for testing the new digital banking
platform prior to launch. Often includes frontline staff, operations, and IT team members.
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Supporting Roles You May Need to Engage

e T Resources: Provides technical support and handles tasks such as firewall updates, Domain
Name System (DNS) changes, and secure connectivity to the vendor’s platform.

e Call Center Manager: Helps prepare the support team for launch, ensures they understand the
new platform, and coordinates resources for handling increased call volume.

e Business Subject Matter Experts (SMEs): Offers functional insights during configuration and
requirements-gathering, especially for commercial banking, bill pay, or custom features.

e Business Stakeholder / Executive Sponsor: Provides strategic alignment, internal visibility, and
acts as an escalation point to ensure decisions are made in a timely manner.

As you begin planning your implementation, taking time to map out these roles and responsibilities will
pay dividends in alignment and execution. Understanding who from your team will be involved and
where external support may be needed will help you ask better questions, avoid gaps, and build a
stronger foundation for your digital transformation.

A Typical Implementation Journey at a Glance

With your platform selected and planning underway, the focus now shifts to execution. One of the
strongest predictors of a successful launch is a well-structured, transparent implementation process, one
that brings clarity to each phase and keeps your teams aligned from kickoff to go-live.

In this section, we’ll walk through what a typical implementation journey might look like, based on our
experience supporting institutions of varying sizes and needs. Our intent is to offer a helpful reference
point for what you might expect, how to plan internally, and what types of conversations you should be
having with your vendor.

Implementation Timeline: What to Expect

Timelines for a digital banking conversion can range widely depending on factors such as system
complexity, third-party integrations, internal readiness, and whether a core conversion is involved. Most
vendors will work with you to build a custom project plan once important decisions are made during
early planning or solution design discussions.

That said, for institutions with medium implementation complexity, we've seen the average timeline
span approximately 9—-12 months from kickoff to launch. This journey typically includes:

Project Planning & Internal Readiness
Solution Design & Configuration Alignment
Environment Setup & Integration Work
UAT & Training

Go-Live Preparation & Final QA

Launch & Post-Go-Live Support
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A High-Level Look at the Implementation Journey

Digital banking implementations follow a series of key phases, each with specific steps that guide your
institution from kickoff through go-live and beyond. While every project varies based on size and
complexity, this high-level overview outlines the typical milestones and responsibilities that shape a
successful launch.
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Figure 1: Digital banking implementation phases at a glance, from Alkami’s Implementation Methodology (AIM) framework
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Ask the Right Questions: How Does Your Vendor De-Risk Critical Areas of
Implementation?

Look beyond surface-level functionality and into how each provider proactively manages risk throughout
the implementation process. A successful launch is not just about technology. It’s about how well your
vendor anticipates complexity, aligns stakeholders, and ensures readiness across people, process, and
systems.

Here are common areas where risk can emerge and questions you should be asking to understand how
your new vendor mitigates it:

1. Alignment: Misalignment is one of the most common (and preventable) causes of
implementation delays.
o How do you ensure alignment across internal teams, third-party partners, and our
institution?
o What processes are in place to manage communication, roles, and expectations from
kickoff to go-live?
2. Core Systems Integration: Core connectivity is foundational, and one of the most technically
sensitive parts of the project.
o How do you approach integration with our core provider?
o  What experience do you have with our specific core?
© How is connectivity tested and validated prior to launch?
3. File Conversions: Errors in data exports or mapping can have serious downstream impacts on
user experience.
o What support do you provide for building and validating file exports?
o How is data accuracy verified, and how often do you run test conversions?
o Who is responsible for managing exceptions?
4. Configuration Choices: Improper or unclear configuration decisions can create friction for users
and staff?
o How do you guide us in making configuration decisions aligned with our goals?
o What kind of documentation or recommendations do you provide to support those
choices?
5. Testing Strategy: An overloaded or poorly planned testing phase often leads to delays and
missed issues.
o What types of testing will we be responsible for, and what will you support?
o How do you help us prepare for UAT?
o What’s your approach to performance testing in the production environment?
6. Launch Readiness: Even the best-configured platform can stumble if the institution isn’t
operationally ready.
O How do you support internal readiness, especially for call centers and frontline staff?
o What’s included in your go-live checklist and final launch validation?
O How is post-launch support handled, and how do we transition smoothly into that
phase?
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Dig Into Data Conversion: What Will (and Won’t) Convert

Data conversion is one of the most critical components of any digital banking implementation, and one
of the most complex. You must have a clear understanding of what data can be migrated from your
existing platform, what might require additional effort, and what may not transfer at all.

The more you know up front, the more confidently you can prepare your internal teams, manage user
expectations, and reduce surprises along the way.

Here are key questions to ask your new digital banking vendor:

1. What types of data can you convert from our current platform? Start with the essentials, and
dig into the details:
o Can usernames, credentials, and user profiles be carried over?
o What about account settings, preferences, or alerts?
2. How do you handle Bill Pay data? Bill Pay is often one of the most complex areas to convert, and
can deeply impact user satisfaction.
o Can you convert active Bill Pay users and their payee lists?
o  What about scheduled or recurring payments, future-dated payments, or payment
history?
O Are there any limitations or exceptions?
3. What about transfers: internal and external? Transfer settings are another critical area to ask
about:
o  Will existing external accounts and linked transfer settings be preserved?
o Can recurring or scheduled transfers be migrated?
o Isinternal transfer history retained?
4. Are there any data fields or types that cannot be converted? Knowing what can’t be migrated is
just as important as knowing what can.
O Are there limitations based on the incumbent provider’s format or access?
o Will certain user data or configurations need to be rebuilt manually?
5. What support or services do you offer to assist with the data conversion process? Even the
most experienced internal teams need support here.
o Do you provide tools, templates, or a conversion workbook?
o s there a dedicated team or specialist who assists with mapping, validation, and
exception handling?
o How do you test data accuracy and completeness prior to launch?

By having these conversations early, your institution can avoid unexpected gaps, better prepare your end
users, and ensure a smoother transition to your new digital banking platform. Data conversion doesn’t
have to be a blocker, but it does need to be approached with the right questions, visibility, and support.
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Third-Party Configuration Support

Third-party configurations are a critical and highly complex part of any digital banking implementation.
From remote deposit capture and credit card integrations to loan servicing platforms and fraud tools,
these connections directly impact how users interact with your digital banking experience.

It's important to have clear, upfront conversations about how they approach third-party configuration.
Specifically: what will your institution be responsible for, and what support can the vendor provide to
ensure a seamless transition? Here are some questions to ask:

1. How are third-party integrations and configurations managed during implementation?
o Do you (the vendor) reach out to third-party providers directly, or is that the FI’s
responsibility?
o Are standardized templates or data intake forms provided to collect the necessary
configuration info?
O How early in the implementation process do you begin this work?
2. What role will our team play in supporting third-party configuration?
o What specific information or access will we need to provide?
o Will we need to coordinate directly with our vendors, or will you facilitate that
relationship?
o Are there technical tasks (e.g., APl keys, IP whitelisting) that we should be prepared to
handle?
3. How do you ensure accuracy and functionality of these third-party systems before go-live?
o s third-party configuration tested in both Staging and Production environments?
O How do you validate that these systems are behaving as expected?
o Do you have a process for troubleshooting third-party connectivity issues?
4. What happens if we are changing a third-party vendor as part of our digital banking upgrade?
o Can you support onboarding and configuring a new third-party provider?
o Are there additional steps we should plan for if we’re switching vendors during

implementation?

By having these conversations early, you'll gain clarity on what’s expected of your internal team and
what your digital banking partner can do to ease the load. The right vendor won’t leave you managing
third-party configurations in a vacuum. They’ll come prepared with a clear plan, repeatable process, and
tools to simplify coordination. This proactive approach can reduce risk, prevent delays, and ensure that
every component of your digital ecosystem works together seamlessly on launch day.

Testing: Set Expectations, Build Confidence, Reduce Risk

Every financial institution approaches testing differently, and that’s okay. You might have a robust QA
team with dozens of testers, or you might be working with a lean group where even the CIO gets
hands-on. Through observing many implementations, we’ve seen that strong testing support tailored to
the institution’s size, resources, and experience can dramatically reduce risk and improve launch
outcomes.
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Guided UAT Testing
User Acceptance Testing (UAT) is where your institution confirms that the platform works as expected,
for your users, your staff, and your business requirements. When talking to the vendor, ask:

e How do you support our team during UAT?

e Do you offer structured test guides, organized by product or feature?

® Are your test instructions accessible to both advanced and first-time testers?

e What training resources (e.g. videos, quick guides, or checklists) are available?

A well-supported UAT experience should build your team’s product knowledge, increase comfort with
the platform, and ensure you're confident in the results before go-live. Some vendors may also offer
virtual side-by-side testing support, allowing your team to get real-time guidance when needed.

Automated QA Testing
While your team focuses on business-specific testing, many vendors use automated QA tools behind the
scenes to increase overall test coverage. When testing your platform, ask:

e Do you run automated tests on standard product configurations?

® Are these tests conducted in environments that replicate real-world usage?

® Do you test integrations with commonly used third-party systems?

Automated testing isn’t a replacement for UAT but it can greatly reduce manual workload and ensure
that critical functionality behaves consistently across updates and environments.

Ultimately, your testing phase should feel like a confidence-building exercise, not a scramble. With the
right partner, you’ll have the tools, guidance, and support to ensure your digital banking platform meets
your expectations (and your users’) before it ever goes live.

Preparing for Launch: Training, Communication, and Call Center Support

A successful digital banking launch starts with the people who drive it. From staff training to customer
communication to call center readiness, much of your institution’s success during go-live will depend on
how well your teams are prepared and supported.

Ask your vendor what they deliver, and also how they help get your teams ready. Below are some areas
where proactive support can make all the difference, and questions you should be asking:

Training for Your Internal Teams
Staff training is critical to reducing internal friction and ensuring a confident rollout. A well-designed
program equips everyone from the front line to leadership with the knowledge and confidence to
understand what’s changing and how to support users effectively.

® Do you provide a training plan tailored to our institution’s roles and responsibilities?

e Are materials available in multiple formats such as instructor-led sessions, e-learning, or

self-paced resources?
® (Can we reuse this plan to onboard new staff post-launch?
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Call Center Preparedness
Did you know most financial institutions experience a 200% to 300% spike in call center volume during
launch week? Preparing your support teams is critical, and can make the difference between a chaotic
support experience and a smooth, confidence-building one for both staff and users.
® Do you provide technical recommendations for preparing our telephony system for high call
volume?
Can you help us anticipate common questions and escalation scenarios?
® Do you offer call center—specific training materials, such as FAQs, scripting guides,
troubleshooting tips, and guidance on responding with empathy?

Marketing & Communication Resources
Your account holders need clear, proactive communication to understand the value of the new platform
and prepare for what’s changing.

e Do you offer a communication framework or templates we can use to inform our users?

® Are materials available for both retail and commercial users?

® Can we customize these with our own branding and messaging?

Helpful marketing kits often include social posts, email copy, in-branch signage, one-pagers, FAQs,
landing page templates, and even app store descriptions, making it easier for your marketing team to
launch a thoughtful campaign without starting from scratch. For more best practices on preparing your
marketing teams, download our [Marketing Toolkit Best Practices].

Managing Call Center Volume with Third-Party Support

If your institution anticipates a surge in user inquiries, ask about options to expand your support
capacity.

® Do you have recommendations or partnerships with third-party call centers?

® Can we route overflow calls directly to outside support during launch week?

® Are there best practices for coordinating these third-party resources alongside our internal team?

Having a plan in place for overflow call center support can significantly reduce pressure on your internal
teams and ensure users receive timely, reliable assistance during peak periods. Proactively aligning with
your digital banking vendor on staffing, escalation paths, and third-party support options helps your
institution prepare not just for a functional launch, but for a frictionless, confidence-building experience
that earns trust from both staff and account holders. For more best practices on preparing your support
teams, download our [Launch Week Call Center Guide].

Preparing for Commercial Banking: What to Ask Your Vendor

If your financial institution serves commercial clients, your digital banking implementation carries an
added layer of complexity and importance. Business users often rely on advanced functionality, high
transaction volumes, and multi-user access, making their expectations for stability and clarity even
higher than those of retail users.
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Dig into how they support commercial banking readiness, both from a technology and relationship
management perspective. Focus on the following:

1. What resources are available to support commercial banking training? Business users require
specific functionality, and your internal teams need to be well-versed in supporting them.

o Do you offer training on business-specific features like ACH, wire transfers, and payment
reconciliation?

o Are there resources for understanding administrative roles, sub-user entitlements, and
business reporting tools?

o Can our institution access one-on-one coaching or instructor-led training focused on
commercial banking workflows?

2. How do you help prepare us internally for a commercial launch? Equipping your commercial
clients with training is only part of the equation; your internal teams also need the tools to
support them effectively.

o What internal onboarding support do you provide for our business banking teams?
o Are there best practices or checklists specific to preparing for commercial launch?
o Can we run scenarios or simulate business workflows in advance?
3. What support is offered for onboarding our VIP or high-value business clients? Top commercial
clients require personalized attention and minimal disruption.
o Do you offer “white glove” onboarding or concierge services for business users?
o Can we invite selected business clients to join a pilot group to validate functionality
ahead of full launch?
o Will your team support ACH/wire profile validation, sub-user configuration, and
entitlement reviews directly with our commercial clients?

Beyond Go-Live: What to Ask About Post-Launch Support and Long-Term Success

With launch day on the horizon, it’s time to look beyond go-live and focus on what comes next. The
post-launch phase is where real value is realized but only if the right support model is in place. This is a
critical period when your institution will be transitioning from implementation to ongoing operations,
and you’ll need high-touch guidance, clear ownership, and proactive engagement to navigate it
smoothly.

Now is the time to align with your vendor on what support looks like after launch:

1. What happens after launch? The right partner supports you on launch day and stays engaged
during the vital stabilization period.
o What kind of support structure is in place during the post-launch transition?
o Is there a dedicated team to help monitor the environment and ensure things are
running smoothly?
o What happens if issues arise in the first few days or weeks?
2. What does the ongoing customer success relationship look like? A well-aligned customer
success model ensures your digital banking strategy continues to evolve and deliver value
beyond go-live.
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o Do you assign a Customer Success Manager or Relationship Manager to our account?
o How often will we meet with them? (e.g. monthly, quarterly, or as-needed)
o Will they help us track adoption, platform performance, and strategic goals?
3. Are there opportunities to learn from other clients? Being part of a broader peer community
can accelerate your learning curve and open the door to shared ideas and proven approaches.
o Do you offer a client community, user group, or forum where we can connect with other
financial institutions?
o Are there client-led webinars, best practice sessions, or annual conferences?
o Can we share feedback, feature requests, or participate in roadmap discussions?
4. What ongoing learning and training resources are available?
o Do you offer a digital learning hub or library of self-service training resources?
o Are on-demand or instructor-led courses available to help teams explore platform
functionality?
o Can we access refresher training or new topic deep dives as the platform evolves?

Own Your Transformation with Confidence

Implementing a new digital banking platform is a defining moment for your institution, one that calls for
clarity, coordination, and a steady hand. With the right questions, the right people, and a structured
approach, you're positioned to not just launch successfully, but lead with confidence. The stakes are
high, but so is the opportunity to deliver a more modern, flexible, and resilient experience for your users
and your organization.
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