
 

Workshop | Digital Banking Evaluation Kickoff  
EVALUATION & RESEARCH STAGE 

 

 

Purpose​
To provide your financial institution with a workshop outline to take your stakeholder team through the 

strategic needs assessment process & to provide you with information on what teams to include in that 

upfront evaluation as you lead the exploration for a new digital banking platform. 

Stakeholder Alignment Workshop 
 

Workshop Duration: 120 minutes 

Project Lead: This is the person running & facilitating the evaluation process & project (i.e. Digital 

Strategy Director, VP of Digital Experience, or Project Manager) 

Project Sponsor: Executive stakeholder sponsor for the the project; this is the person that will approve 

the final vendor decision and the budget (i.e. CEO, CTO, COO, or equivalent) 

Participants: Key stakeholders from Digital Banking/Digital Experience, IT, Operations, Marketing & User 

Engagement, Compliance/Risk, Product Owner (Product Development/Management), Lending & Credit 

Services, and Executive Leadership 

Agenda 
Time Topic Details 

00:00 – 

00:05 

Welcome & 

Objectives 

Introduce purpose of the session and expected outcomes.  

Share expectations with each team member on their role during the 

evaluation process 

00:05 – 

00:10 

Define Platform 

Scope 

Confirm scope with the team: a focus on Retail, 

Business/Commercial, or both digital platforms as part of the 

evaluation as this will shape which departments must be involved 

throughout the entire evaluation journey. 

00:10 – 

00:30 

Vision & Strategic 

Objectives 

Group discussion:  

What are the 3–5 most important business goals you need to 

accomplish with a new digital banking platform? 

●​ Describe how your institution expects to achieve these 

objectives with a new platform 

●​ Detail out how these business goals fit into current and 

future platform capabilities beyond the basics 

●​ Discuss what technology requirements you need from a new 

platform to support these goals 

Also identify what legal standards and regulations you need to 

satisfy when converting to a new digital banking platform 

 



 
00:30 – 

00:50 

Success Metrics & 

KPIs 

Brainstorm session:  

●​ What does success look like across departments? 

●​ How will we measure it?  

●​ What are the metrics we want to achieve?  

 

Encourage teams to define SMART goals that align with their 

department’s digital priorities. 

 

Use the Needs Assessment KPI table as a guide for translating goals 

into measurable outcomes. 

00:50 – 

01:10 

Pain Points & Gaps Roundtable:  

●​ What’s not working today across channels, departments, or 

vendor support?  

●​ Are there challenges with the UX? If so, describe what is 

disjointed or not cohesive - share insights from user 

feedback here 

●​ Are there concerns with uptime impacting users? 

●​ What challenges do we face with vendor support or 

communications today? What does ideal look like to us? 

●​ Does our team have sufficient data from our current 

platform to take actionable insights? If not, what’s missing? 

Or desired? 

●​ What does the roadmap of innovation or feature updates 

look like on our current platform? How is this impacting our 

goals? 

●​ Are there concerns with security? Compliance? 

●​ What legal, regulatory, or audit requirements do we need to 

satisfy in this vendor switch? 

01:10 – 

01:30 

Stakeholder Needs 

& Dealbreakers 

Capture each team’s priorities, must-haves, nice to haves and 

non-negotiables.  

01:30 – 

01:45 

Review Initial 

Evaluation Timeline 

& Next Steps 

Discuss RFP ownership, internal sign-off process, and who leads the 

next phase. 

●​ Assign ownership for Integration & Systems documentation. 

This includes core systems, contracts, integration points, etc. 

The project lead should coordinate with IT, Ops, or Digital 

Product teams to ensure vendor-facing details are accurate. 

01:45 – 

02:00 

Summary & 

Alignment Check 

Summary & Next Actions 

●​ Recap major takeaways from each department 

●​ Confirm if there are open questions or blockers 

●​ Identify finalization of the Needs Assessment prior to 

vendor discussions & demos 
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Tools Provided 

●​ Printed or digital copies of the Sample Needs Assessment 

●​ Whiteboard or collaborative notes tool (e.g., Miro, Lucid, Notion, Zoom Whiteboard, or Google 

Docs) 

●​ Integration & Systems Worksheet (find this at the end of the Needs Assessment) – to be 

completed by the project lead and appropriate technical stakeholders after the workshop. 

Additional Discussion Topic: Readiness for Change 
Prompt your group to reflect on: 

●​ What’s working and not working with your current platform? 

●​ What obstacles are getting in the way of your goals? 

●​ What’s the risk of staying where you are? What’s the cost of doing nothing? 

●​ What are the benefits of a new platform for your account holders? 

●​ How aligned is leadership & the evaluation team on the urgency and priority of a platform 

change? 

Facilitation Tips: Deeper Discovery Techniques  
Use these question styles to go deeper into key topics: 

●​ The 5 Whys: Ask “why?” multiple times to uncover root causes. 

●​ T.E.D. Questions: Tell me more… Explain to me… Describe it to me… 

●​ Ask about the cost of inaction, lost efficiency, and what success would mean for each team. 

Recommended Evaluation Team - Retail Banking  
Ensure these departments or roles are represented in your stakeholder workshop and evaluation 

process. Each brings critical insights related to user needs, technical feasibility, and operational impact. 

Below you will find a chart that outlines some high level discovery questions that you can explore at this 

early stage to outline the fullness of your institution’s strategic needs: 

Department Why Their Voice Matters Sample Discovery Questions 

Digital Banking / 

Digital Experience 

Leads the user interface strategy 

and owns the digital channel 

roadmap. They provide insight into 

engagement, feature needs, and 

member satisfaction. 

• What are your top priorities for 

improving the digital experience across 

web and mobile?​
• How do account holders perceive your 

current experience, and where do you see 

the biggest gaps? 

IT / Security Ensures system security, uptime, 

scalability, and integration with the 

FI's existing infrastructure. 

• What limitations or concerns exist with 

your current technology stack?​
• How important is uptime, scalability, and 

system security in your evaluation of a new 

platform? 
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https://goalkami.link/needs-assessment


 
Operations Understands internal workflows and 

identifies pain points and 

opportunities for automation. 

• Which manual workflows or inefficiencies 

could be improved through automation?​
• How do you currently manage back-office 

tasks tied to digital channels? 

Marketing & User 

Engagement 

Owns customer communications 

and drives engagement, 

onboarding, and digital adoption. 

• What are your goals for driving digital 

adoption and engagement?​
• How are you measuring success in 

campaigns, onboarding, or user activity? 

• How are you using data to inform 

strategic decisions today? 

• What limitations or gaps exist in your 

current BI/reporting tools? 

Compliance / Risk Ensures the institution meets legal, 

regulatory, and cybersecurity 

standards. 

• What are your biggest compliance 

concerns today, and how are they being 

addressed?​
• What key capabilities must your next 

platform offer to meet regulatory needs? 

• What specific legal frameworks or 

certifications must the new platform 

support? 

Product Owner / 

Product 

Management 

Aligns digital features with strategic 

goals and manages feature 

prioritization and delivery. 

• What features or roadmap items are 

essential for your long-term vision?​
• How will this new platform support 

innovation and competitive differentiation? 

Lending & Credit 

Services 

Focuses on underwriting, 

application workflows, and growing 

the credit portfolio. 

• What challenges do you face in loan 

origination or credit operations?​
• How can technology reduce friction and 

improve conversion across your credit 

products? 
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Recommended Evaluation Team - Business & Commercial Banking  
If your institution is exploring a digital banking platform for business or commercial banking, this 

additional chart outlines those departments that should be included, why their input is critical, and early 

strategic discovery questions to address: 

Department Why Their Voice Matters Sample Discovery Questions 

Commercial 

Operations & 

Support 

Manages operational efficiency, 

onboarding, and money movement 

for business clients. Their feedback 

identifies gaps in usability and 

support. 

• What operational inefficiencies impact 

your commercial service delivery most 

today?​
• Which onboarding or money movement 

processes need improvement or 

automation? 

Commercial 

Banking Sales 

(Lending & 

Treasury) 

Owns relationships with commercial 

clients and drives product fit, 

revenue growth, and cross-sell 

efforts. 

• What are your top challenges in 

delivering value and meeting revenue goals 

in commercial banking?​
• How effective are your current systems in 

supporting client relationship growth and 

cross-sell strategies? 

Commercial 

Product 

Management 

Responsible for innovation and 

alignment of business banking 

products to client needs and market 

trends. 

• What digital capabilities would allow you 

to innovate more effectively? 

• What challenges do you face in 

enhancing digital banking services to meet 

customer expectations? 

Risk Management 

& Compliance  

Ensures commercial banking 

operations adhere to legal, security, 

and audit frameworks. 

• What are the most pressing cybersecurity 

or compliance concerns in your division?​
• What are the key challenges you face in 

ensuring compliance with regulations with 

the current platform? 

• What specific legal frameworks or 

certifications must the new platform 

support? 

Data & Marketing This team connects business 

banking strategies to measurable 

outcomes through data, reporting, 

and campaign effectiveness. They 

ensure any new platform supports 

customer insights, personalization, 

and compliance with data 

regulations. 

• How are you using data to drive 

acquisition and retention strategies within 

your business or commercial banking lines?​
• What KPIs or reporting capabilities are 

most critical to help you measure success 

in business banking growth? 

• What challenges do you face in making 

data from multiple systems accessible and 

actionable? 
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