
 

Evaluation Team Responsibilities Guide 
EVALUATION & RESEARCH STAGE 

 

 

Purpose​
This guide is designed to help your financial institution plan for a successful digital conversion evaluation 

by aligning the right internal resources with the right stages of the project. Knowing when and how your 

teams will be involved not only supports better project execution, but it also reinforces institutional 

ownership and ensures technical expertise is brought in at the right time. 

Section 1: Understanding the Evaluation Journey 

A digital banking platform evaluation typically unfolds over five key phases: 

1 Evaluation & Research Framing the goals, understanding the market, and organizing 
the internal project structure. 

2 Requirements Gathering Defining business, user, and technical requirements. 

3 Technical Refinement Deep dives into vendor capabilities, architecture, integration, 
and security. 

4 Final Vendor Selection Aligning internal stakeholders, validating vendor fit, and 
preparing for board approval. 

5 Implementation & Launch Planning Early-stage planning to define timelines, conversion strategies, 
and key success factors. 

 

Section 2: Who’s Involved & When 

Executive Leadership 

Key Responsibilities: 

●​ Set strategic direction 

●​ Approve project scope and timeline 

●​ Participate in final vendor selection and 

board conversations 

 

Example Tasks: 

●​ Define goals for digital transformation 

●​ Support prioritization of institutional 

requirements 

●​ Lead board-level approvals 

Phases Involved: 

1 Evaluation & Research 

2 Requirements Gathering 

3 Technical Refinement 

4 Final Vendor Selection 

5 Implementation & Launch Planning 

 

 



 
Project Lead / Program Manager 

Key Responsibilities: 

●​ Drive overall evaluation timeline 

●​ Serve as liaison between vendors and 

internal teams 

●​ Ensure documentation and 

follow-through across phases 

 

Example Tasks: 

●​ Schedule vendor interviews and demos 

●​ Track NDA execution 

●​ Organize internal SME participation 

Phases Involved: 

1 Evaluation & Research 

2 Requirements Gathering 

3 Technical Refinement 

4 Final Vendor Selection 

5 Implementation & Launch Planning 

 

IT & Compliance/Risk 

Key Responsibilities: 

●​ Evaluate architecture, integrations, data 

models, and APIs 

●​ Assess compliance with internal security 

standards 

 

Example Tasks: 

●​ Participate in technical vendor sessions 

●​ Provide feedback on system compatibility 

and support models 

Phases Involved: 

1 Evaluation & Research 

2 Requirements Gathering 

3 Technical Refinement 

4 Final Vendor Selection 

5 Implementation & Launch Planning 

 

Digital/Product Owners/Marketing & User Experience 

Key Responsibilities: 

●​ Lead discovery of current pain points 

●​ Define must-have and differentiating 

platform capabilities 

●​ Represent user experience and digital 

roadmap priorities 

 

Example Tasks: 

●​ Document key digital workflows 

●​ Assess vendor UI/UX capabilities 

Phases Involved: 

1 Evaluation & Research 

2 Requirements Gathering 

3 Technical Refinement 

4 Final Vendor Selection 

5 Implementation & Launch Planning 
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Operations 

Key Responsibilities: 

●​ Identify process efficiency gains 

●​ Evaluate impact on front-line and 

back-office teams 

 

Example Tasks: 

●​ Define current support pain points 

●​ Join feedback sessions on service tools, 

alerts, and automation 

Phases Involved: 

1 Evaluation & Research 

2 Requirements Gathering 

3 Technical Refinement 

4 Final Vendor Selection 

5 Implementation & Launch Planning 

 

SMEs (Lending, Payments, Fraud, etc.) 

Key Responsibilities: 

●​ Conduct deep dives with vendors into 

area-specific needs 

●​ Validate product functionality, workflows, 

and compliance risks 

 

Example Tasks: 

●​ Provide key use cases for demos 

●​ Evaluate integrations with LOS or 

payment systems 

Phases Involved: 

1 Evaluation & Research 

2 Requirements Gathering 

3 Technical Refinement 

4 Final Vendor Selection 

5 Implementation & Launch Planning 

 

Section 3: Best Practices for Engaging Teams 

●​ Identify and communicate roles upfront with a shared stakeholder matrix 

●​ Keep executive sponsors focused on outcomes and progress checkpoints 

●​ Empower SMEs to represent key functional areas during vendor demos 

●​ Use a phased approach to stakeholder engagement to reduce burnout 

●​ Document findings and insights in a shared workbook or evaluation tool 

Section 4: Leadership-Driven vs. SME-Led Stages 

●​ Leadership-Led: Strategic planning, defining goals, budget alignment, final vendor selection 

●​ SME-Led: Technical evaluation, hands-on demos, workflow validation 

Clear communication and hand-offs between these groups ensures consistency and faster 

decision-making. 
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Conclusion 

Success starts with alignment. By planning ahead and setting clear expectations for team roles 

throughout the evaluation, your institution can make more confident, well-supported decisions. 

Ready to kick off your digital banking vendor evaluation?​
Download our companion Digital Banking Conversion Project Plan to stay organized, track 

responsibilities, and document insights at every step. 
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https://goalkami.link/digital-banking-conversion-project-plan
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