
$0 Core & IT  
Cost Reduction  

Assessment

Measurable results from real research.
Our research has helped Community Bank and Credit Union leaders reduce hard 
dollar Core & IT expenses by 18 - 42% per engagement. Paladin is the only 
company in the U.S. to posess a proprietary vendor Knowledge Base.  Our team 
of Hired Guns are all former Core and IT service provider executives now working 
for you - sharing all of their insights and knowledge on how to get the best 
vendor relationship and pricing possible in today’s market. 
 

One invoice, one hour - completely confidential.
Give us just 1 current invoice and 1 hour of your time - that’s it!  Paladin will 
confidentially evaluate all current outsourced technology expenses and compare 
what you pay today to our market intelligence, national pricing data and the 
strategic needs of the institution.  Better yet, we charge you nothing (nada) 
to find out if there is an opportunity to lower costs with any of these vendors 
immediately.  No obligation to access our research. 
 

                                                                What are you waiting for?

FREE: Comprehensive review 
of all current Core & IT 
Contracts.

QUANTIFY:  What should  
your institution ACTUALLY  
be paying? 
 
ADVICE:  Recommended 
Tactics and strategies from 
Paladin experts. 
 
QUICK: Compare your 
monthly pricing vs. Peers.

EVALUATE ANY OF THESE 
OUTSOURCED SERVICES. 

- 	Account Processing

- 	Item Processing 
	 EFT/ATM

- 	Internet Banking /  
	 Bill Pay

- 	Managed Service  
	 Providers

- Telecommunications 	
	 Expense

- 	IT Services

Paladin fs, LLC | PO Box 7775 #17410 | San Francisco | 94120-7775
info@paladin-fs.com | 877-746-4859

www.paladin-fs.com

Report of Findings

Trust but Verify Research Campaign $0 Core & IT Assessment
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Smart Bank / $320M Assets 

(-$685,635) 
(- $11,427 / mos.)

Paladin
Knowledge

Base

Services Assessed      Term Remaining
Account Processing
Item Processing 
Internet Banking
Bill Payment
EFT/ATM 
Information Technology

24
18 
22
22 
12 
15 

-

-

-

-

-

CURRENT 
$1,865,000 

$31,083 / mos.

FUTURE
$1,179,365 

$19,656 / mos.

CONTRACT ASSESSMENT

Contract General
Service Level 
Pricing Structure

STRONG Bank Favor NEUTRAL WEAK Vendor Favor

Account
Processing

Bill Payment

Item Processing

EFT/ATM

Internet Banking

IT

• Restructure all agreements co-terminus
• Improve termination clause for potential M&A 
• Add new products with vendor incentives
• Change EFT vendor to improve product integration
• Upgrade Internet Banking to new features at lower price
• New contract and pricing effective in 60 - 90 days

PALADIN RECOMMENDED PLAYS

Current Baseline

PEER COMPARISON

National Competitor

142%

Credit Union

151%

Regional Competitor

137%

Same vendor, similar product mix & volumes.



10 Things Core
Providers Don't

Want you to
Know

Today's Agenda

1. Paladin "Trust but Verify" Research Campaign

Purpose

Market Intel f or sub $5B banks
Non-Interest Expense associated with
Core & IT Serv ices.

Disseminate the Research through education, media,
adv ocates and direct engagement.

Become the "Blue Book", "JD Edwards", "Tower Group",
"Cellent" for the under-represented executives that
manage and operate smaller community banks.

The Campaign

1000+ "opt in" CFIs hav e participate in national "double-blind" surv ey s and
research (2-3x per y ear)

Started in 2008.

2.
National Survey Results of:
"A Typical Current Situation."

1. Most hav e not rev iewed contracts in more than 2 y ears.

2. Most outsource all or some to 3rd parties (about 88%).

3. Some want to know what are the stumbling blocks and red f lags in a renewal?

4. How much should we be pay ing [in today 's economy ]?

3. Define: Core Services Providers

Account Processing

Item Processing

Internet Banking

Bill Payment

EFT / ATM Debit Card

4. Debunking Common Myths
Common Myths

I can't restructure a new deal now - the renewal is years away!
I have to pay termination fees to get out of my deal.

My vendor relationship will suffer if I work to lower my expen se.

I can get a 15% discount with a phone call.
Their service level will drop to "pay me back" for lowering these expenses.
Grind, grind, grind.
The vendor will lower my license and maintenance fees for software.
(I'm in-house)

5. 10 Things Core Service Providers Don't Want You to Know

6. Do's and Don'ts

7. Question, Answers and Follow-Up

10 Things Core Providers Don't Want You to Know

ONE

You can renew early w ith NO penalty.
Less than 30 months maturity .

Lev erage erodes quickly if less than 18 months remaining!

Are you Qualified to Renew Early?

You have an agreement with one or more service provider(s).

You are happy with your vendor services and products.

You are already out-sourcing (some or all).

You are In-House and prepared to outsource some or all of your servi ces.

A strong desire to reduce Operating Expense (IT & Core Services)

High probability of purchasing additional products and services.

TWO
Go to them before they come to you.

Contract Management

about 2 in 10 admit not knowing when
their current agreements end.

1 in 10 didn't know how long their contract was f or actually .

Most contracts 72% are not co-terminus
across all serv ices.  Could this be a
strategy ?

Most f eel RFPs are a waste of time (and they are right).

Nev er negotiate against y ourself .

Paladin Negotiating TIPS: (No Secret)

Promote Partnership and "Win-Win" outcomes
How can I make you a partner and not just a vendor?

Do NOT threaten your vendor with RFPs or a Quote-a-T h o n

Stress the Timeline
"The board will need to review this monthly."

We need to have a new deal in place by X [date].
Can we establish regular meetings for the next 90 days?

Know what you should be paying
before you start negotiating.Don't compare pricing to y our regional f riends.

It's a breach of y our NDA.

Your v endor will f ind out.

The data is useless because pricing is
local f or each v endor.

THREE
Make your 3-5 year strategy part of the negotiations.

Alter the contract to f it y our growth plans.

Organic growth or Potential M&A

What pricing benef its are av ailable as y ou grow?

What can be done to protect y our shareholders?

What is the v endor willing to do to promote y our prof itable growth?

More products = more pricing lev erage.
"Bake" into contract now, not later.

Load up on product, lock pricing, and make soft commitment over next
2-3 years to implement.

FOURConsider the entire service relationship for ideal pricing and terms.

Vendor can be large and operate "separately" in profit
centers.  Work hard to get the entire relationship value
considered.

FIVE

The more you outsource, the greater your leverage.
The more you in-house, the less leverage.

VENDOR PERSPECTIVE:
There is little or no profit growth in "Maintenance and Licensing ".

F ACT:
Only with outsourcing is it possible to control and lower you cost structu r e as
you grow through negotiation with higher SLA.

Classic Argument: In-House versus
Outsource Processing

About 19% of both IH and Outsource
banks f eel the model giv es them more
control and a better QoS f or their
customers.

85% of Outsource and 90% of IH are
satisf ied with the serv ice lev el.
Processing model doesn't seem to matter.

15% are IH because "that is alway s the
way it has been done"

23% IH banks f eel they are more secure
and it is less expensiv e than outsourcing
to a third party .

by a ratio of 32:1, more security breaches
and errors associated with customer data
occur with IH banks than outsource.

Small banks cannot af f ord the technology
or people to thwart of f 21st century IT
risks or implement human policies to
prev ent them.

When the Total Cost of Ownership is
calculated at today 's rates, there is little
tangible dif f erence.

3 in 5 OH are directly inv olv ed with
assessment of serv ices v s. 1 in 5 f or I H
banks.  This may lead to the perception of
"less expensiv e, less risky and more
ef f icient" since not a f ocus of mgmt.

SIX

RFP's are D-E-A-D!

Vendors are "Masters of the RFP"

Vendors can make any 'NO' a 'YES'

Takes a lot of time and distraction.

Dif f icult to compare apples to apples.

RFPs may antagonize y our
v endor/partner.

Little dif f erence in $$ reduction f or those
that used and RFP and those that did not
and stay ed with incumbent.

SEVEN

You do not have to use your
core provider for all solutions.

Bank customer experience may improv e.

Fed dramatic support problems reported.

Paladin Research 2011

Only 62% of banks use the same core
vendor for IB and BP.
This group pays about 9% more on a per
account basis than the group who utilizes
a hybrid model.

Integration does not seem to be a
problem nor does it impact the cost/acct.
dramatically .

Market QoS and f unctionality surv ey s of
banks' clients are higher in those that use
hy brid model.

EIGHT

Request Extraordinary Terms and Conditions that
match your specific needs.

Terms and Conditions

Early Termination Clause

Manage the termination risk to offset
additional term.

Trade for pricing incentives.

Mergers & Acquisitions

Auto-renewals

Vendors want scattered termination dates

Mov e away f rom Q4 Contract Term Dates

Serv ice Lev el Agreements
Demand current standards be added.

Suggest sanctions f or specif ic incidents .

NINE
Vendors prefer transaction-based pricing.

This could hurt as y ou grow.

Beware of steep discounting in areas that are not growing.

Where are the Cost Reduction
Opportunities?

50% believ e they can reduce their costs
through negotiation by 5% to 20%.

Only 8.6% believ ed they could reduce
costs by more than 20%

FACT: Most agreements vary between 18% and
42% above FMV when compared nationally apples
to apples.

TEN

Take advantage of internal vendor
incentives (Timing and Business
Cycles).

Understand how y our sales and management (div ision) is compensated.

When is FY End?

When are they "at quota"

Do's and Don'ts

DO

Make them your partner / friend.
Show commitment to process.

Document all efforts and project momentum.

Ask for help - they should be happy to provide it.

DO NOT

Approach vendor without being prepared
Begin without management / board
approval on the plan.

Ask the vendor for $ concessions
without being prepared to make some
yourself.

Threaten an RFP process!!!
Invite other vendors!

Focus only on cost.
Ask for a formal proposal until all
terms are hammered out in advance.

877-746-4859
asilva@paladin-fs.com
paladin-fs.com

Renewing Core Contracts Early - 10 Things to Know (FMS 2012).mmap - 1/24/2012 - Mindjet

mailto:asilva@paladin-fs.com


Paladin Champions Causes for the Financial Industry. 

Our team of analysts and industry experts possess 100+ years of combined experience as former Core and IT vendors, now 
choosing to “switch sides” and work exclusively for community banks and credit unions across the United States.   
Paladin’s team of Hired Guns provides your institution a unique advantage at the negotiations table with all service providers. 

	 •	Fact: Institutions are spending more than ever on outsourced core processing and IT services.
		  ICBA reports between 15% and 25% or more of total operating expense (“non-interest expense”).   
		  Only payroll is greater.
	 •	Fact: Due to rapid consolidation there are fewer than ever national and regional choices  
		  for core and IT servicers available in the marketplace.
		  Fewer choices mean fewer competitors, higher premiums and less buying power leverage for you.
	 •	Fact: CEOs and CFOs of community institutions have no way to be sure they are getting the best pricing,  
		  value and terms for their core and IT vendor expenses.
		  Until Paladin, there has been no industry pricing data or market intelligence available to access and research. 

Enter Paladin with New Market Business Model
Paladin fs, LLC launched in October 2007 to level the playing field for CEOs and CFOs of community banks and credit unions.  
Founded by industry thought leader Aaron Silva, after more than 18 years experience providing IT solutions and strategic 
advice to this very industry, he knew there was an opportunity to “switch sides” and begin to help institutions get the most 
bang for their core & IT expense and investment.  The industry has been focused on compliance, risk management and safety 
for so long it has lost sight of the Holy Grail –  Lowering expenses, improving terms and getting the best possible deal in the 
national marketplace.

Paladin fs, LLC | PO Box 7775 #17410 | San Francisco | 94120-7775
info@paladin-fs.com | 877-746-4859

Who Are
These Guys?

Industry Campaign:  
Trust but Verify
The economy shifted in early 2008, further increasing the 
need to address industry cost management concerns.   
In response, Paladin went it alone and commissioned a 
nationwide research study that amassed a comprehensive 
knowledgebase of market and pricing intelligence 
encompassing hundreds of institutions, thousands of 
market data points and just about every core and IT 
service provider in the United States.  In Q4 2008 Paladin 
launched the Trust but Verify Industry campaign.  Simply 
explained, trust your Core & IT vendor and partner but 
verify that you are getting the full value for the services 
being performed.  Makes sense – right? 

Compliance is Nice,  
but Performance Matters
Paladin represents a new approach in helping your 
institution to define the actual core and IT value by 
today’s market standards.  Our services guarantee 
to cut costs and improve service levels or you pay us 
nothing.  Under no additional obligation, simply show 
us your cards and in a few days we’ll quickly detail 
for you if it’s winning hand and we’ll do it for FREE 
(zero, zip, nada, nothing).  Only Paladin can provide you 
access to national pricing data and market intelligence.   
 
Before you ante another dollar into the game, 
call Paladin to see if you’re making the best bet. 

No kick backs, unmatched market experience and proprietary research are The Paladin Advantage
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