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• Headquartered in West 
Lafayette, IN

• Approx. $2B in assets
• Over 109,000 members
• 291 FTEs
• 12 branches

About Purdue Federal Credit Union 
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The Challenge/Opportunity

• Core conversions remain one of the most arduous tasks a 
financial institution can undertake

• Before upgrading, our system had been in place since the early 
1990s – it was older than most of our team members

• We’ve been rapidly growing and pursuing change, and it was not 
able to keep up. 

• The 90s were great, but we needed to leave it behind to meet 
our goals.
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• We didn’t call it a “conversion” at all - it was a 
“System Upgrade”

• Having a clear communication plan for staff 
and members alike was critical

• Our internal theme was “Project: Endgame” to 
keep our team focused on the end goals

• We began communicating internally 18 months 
in advance

• In total, we sent 50 communications for 
various member groups about the upgrade

Planning for a Successful Core Conversion

PURDUEFED.COM/UPGRADE

http://www.purduefed.com/upgrade
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Starting at Home, Motivating Our Team

• Our team voted on multiple options for our internal theme, settling in the end on 
“Project: Endgame” 

• This included T-shirts, themed videos from HR, and more

• For us, food was key. I can’t tell you how much food planning we did.

• We also tapped vital stakeholders from different departments to serve on our 
transition team and hired a project manager. Eventually, the role evolved into an entire 
project management team.

• For maximum buy-in, we engaged all employees in the process. Employees and roles 
that weren’t as closely involved in the process stepped in as cheerleaders and support staff 
to ensure everyone was well fed, hydrated, and upbeat during the launch.
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Customizing Member Communications 

• We had to do the best we could to 
identify potential problems and then get 
lists of those members so we could make 
them aware.

• Prior to converting, we sent 50 different 
communications to various member 
groups, customizing many for specific 
needs.

• For example, divorced couples with the 
same membership number whose 
accounts would be changing or members 
with kids who would see changes in the 
way we distributed statements.
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Customizing Member Communications 

Overdraft Protection Changes Business Checking Account Changes
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Customizing Member Communications 
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A Temporary Hiring Freeze + Supplemental Support

• With an early April go-live date, we put a hiring freeze in place starting Nov. 1.

• You don’t want to be training new people on a system for a couple of months and 
then, boom, they have to learn the new one.

• We also beefed up our branching and call center staffing and contracted out for 
contact center backup

• Although, we only needed that backup for two weeks or so thanks to effective 
communication. Call volumes spiked in the beginning and then died fairly quickly.

• The credit union gradually returned to normal staffing levels through attrition 
once the conversion was completed.
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Paying It Forward

• Industry collaboration is crucial. 

• We leaned on a variety of other 
credit unions for advice, including 
CommunityAmerica Credit Union 
($5.3B, Lenexa, KS). 

• The Kansas City-area co-op 
shared its communication plans 
and contact information. 

• Now, we have tried to pay it 
forward as well, doing the same 
for others going through this 
process.

Links to our series of system upgrade videos for members
1. System Upgrade announcement: https://youtu.be/xjW62g-tsI0
2. How to Prepare: https://youtu.be/mFGGPZv0a8c
3. What’s Changing and What’s Staying the 

same: https://youtu.be/HCe2BsWfSbc
4. Bob’s Reminder: https://youtu.be/WlkJlq1SBVY
5. System Upgrade Complete: https://youtu.be/kt24WNrRvJg

https://url.us.m.mimecastprotect.com/s/0RvGC1wBDLUgWNoHpiRsV6bUa?domain=youtu.be
https://url.us.m.mimecastprotect.com/s/0RvGC1wBDLUgWNoHpiRsV6bUa?domain=youtu.be
https://url.us.m.mimecastprotect.com/s/0RvGC1wBDLUgWNoHpiRsV6bUa?domain=youtu.be
https://url.us.m.mimecastprotect.com/s/O-vwC2k1EMCryzXU2svs5T01W?domain=youtu.be
https://url.us.m.mimecastprotect.com/s/9tINC31KGNU3NzlUQtwsQrDld?domain=youtu.be
https://url.us.m.mimecastprotect.com/s/5g5lC4xYJOCPkKOcMu8s4TSos?domain=youtu.be
https://url.us.m.mimecastprotect.com/s/oQGvC5y1gPI8NL7CNCXskagoV?domain=youtu.be
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Best Practices for Others
• Regardless of whether a credit union brands its conversion, clear and 

consistent communication throughout the process are fundamental 
elements to success.

• A lot of people might not understand what’s happening, so we didn’t want 
members to think there’s a digital banking upgrade.

• We landed on ‘system upgrade’ because it insinuated that it was more of a 
back-office system.

• Finally, ensuring members comprehend, not just recognize, the change is 
also critical so they can plan ahead for things like branch closures and possible 
lapses in online banking or other services.



Q&A Discussion Period



1001 Connecticut Ave NW

Ste. 1001

Washington, DC 20036

800-446-7453callahan@callahan.com

www.callahan.com

THANK YOU FOR 
WATCHING


