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Cooperative 
Score 
 
A network business 
where you can be the 
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CU*Answers network  
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Profitability 
 
A solution in search of a 
spec 



Round 2 in Our Continuing 
Effort to Expand How Credit 
Unions Leverage Their 
Resources 

Starting a Business in the 
CU*Answers Network 



Introduction 
Should I consider this strategy? 

l Three scenarios where thinking about going into business 
with your CU*Answers network peers might be the answer 
to a 2012 business dilemma: 
l I’m not making enough money from my balance sheet – I need 

another source of income 

l I have to cut my direct expenses and still field a competent and 
backed-up team – I need shared resources 

l I may have to stall my growth or even shrink next year, but I still 
have to feed the beast – where do I get the income? 
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So is this about collaboration?  Or is this about my business? 

That might be the point...collaboration IS your business  
if you want to survive in the future 

5 years from now, what might you say about what  
you started in 2012 that made a difference? 



Introduction 
5 questions to ask about this strategy 

Can I... 

l Improve my organization’s competitive differential? 
(Do you have one?) 

l Sell my excess capacity to others? 
(Do you believe you have excess capacity?) 

l Buy excess capacity from others?  
(Do you believe you need new capabilities?) 

l Create a marketplace to exchange value with my peers?  
(Would you actually participate?) 

l Capitalize on idle opportunities?  
(Are you candid about what you’re not working on?) 
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These questions are the same ones you should ask 
yourself standing alone, at your next planning 

session, as part of your next business plan 



Introduction 
The goals haven’t changed 
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Encourage a CU to start a business to 
compete with a CUSO business 

Encourage a CU to start a business within the network  
that is not currently offered by the CUSO 

Encourage a CU to start a business to outsource resources and 
capabilities to another business within the CUSO network 

Encourage a CU employee to start a business to sell their 
services to another business within the CUSO network 



Introduction 
A year under our belt...now on to round 2 

l Many of you have already sat through a “Starting a 
Business” seminar 
l In Round 1 at last year’s CEO Collaboration Worksheet 

(http://www.cuanswers.com/ceo2010), we spent a lot of time 
laying out some of the motivations and some basic designs we 
were going to use in moving the ball forward to help credit unions 
start businesses 

l This year I want to get right down to it:  
l Using CU*Answers tools to reach your clients, or to get a job 

l Using what you know as the template for what you might build 

l Elevating things you do a little into a specialty you could do a lot 

What kind of presentation would work for your 
Board and management team so that they 

would get excited about starting a 
business?  We want to help 7 

http://www.cuanswers.com/ceo2010�


Do you understand that you 
could go to work tomorrow 
with an operating agreement? 

Using CU*Answers tools to reach 
your clients, or to get a job 



Seeing Your Transaction Partners 
Hooking You Up to Your Clients 
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Jody 
logs in 

She chooses 
one of her 
network 

communities 

Then she picks a CU that 
belongs to that community, 
and jumps into CU*BASE to 

go to work 



Seeing Your Transaction Partners 
Hooking You Up to Your Clients 
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Configuring 
Network 

Communities is 
easy and flexible 

...and CUs can 
be added to a 

community at the 
click of a mouse New 

communities 
can easily be 

added... 



Identifying employees as shared resources or 
specialty workers 

 

 
What else can we do to make it 

easy for you to utilize 
someone else’s employees, 

or to provide your 
employees to someone else? 
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Examples of Collaboration Documents, Agreements, 
and Value Statements 

l Employment contracts between your CU and a 
cuasterisk.com partner 

l How employment contracts might work between one CU 
and another 

l How to sell to your Board that your employees are working 
for more than one organization 

l What would it mean if there 
were multiple businesses for 
like purposes within our 
network?  What could they 
share? How do you balance 
competition with 
cooperation? 
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“Anything you can do, I can do 
better.”   

“Anything You Can Do,”  
from Annie Get Your Gun 

Using what you know as the 
template for what you might build 

When does this kind of 
thinking encourage someone 
to go into business? 



Templates and Starter Kits 

l Blueprints from the cuasterisk.com network 

l How to provide resources and challenges to 
these businesses for new solutions 

l How to propose new 
business 
opportunities to 
your Board 

l The formulas 
needed to be  
competitive in 
offering services  
to the network 

 
Contact ecarmargo@cuanswers.com for an electronic 

or hard copy of any Blueprint...here are some Cliff 
notes on each one: 14 

mailto:ecarmargo@cuanswers.com�


Templates and Starter Kits  
Audit Link 

l Where would you begin if you wanted to 
start your own compliance and auditing 
department? 

l Get a business plan ready, set up a services agreement, 
market to prospective clients, complete and document the 
work, and even provide information about the current 
compliance news to your clients. 

l Will you offer only the day-to-day work as configured by 
the client, or will you evaluate and restructure the credit 
union’s configuration to meet your recommendations? 

 

 
You know the need for the solution, you have the 
tools in your hands, you have talents that can do 

the work, and now you have a template on how to 
sell it to others...does it add up to a business? 15 



Templates and Starter Kits  
Board Elections 

l This Blue Print details the process of 
organizing and managing a credit union’s 
entire board election process. 

l Review the credit union’s election bylaws to determine if 
changes are needed to meet your operational guidelines. 

l Get out the vote! See sample collateral for getting more 
voters involved and better election results.  

 

You know the need for the solution, you have the 
tools in your hands, you have talents that can do 

the work, and now you have a template on how to 
sell it to others...does it add up to a business? 16 



Templates and Starter Kits  
Bookkeeping 

l Find out what it would take to start your 
own back-office bookkeeping service. 

l Set up a daily balancing checklist to make 
sure the work is getting done on time and 

  out of balance situations are resolved promptly 

l Check out different management agreement examples set 
up between the servicer and the credit union to make sure 
the terms of the service are laid out and agreed upon. 

 

You know the need for the solution, you have the 
tools in your hands, you have talents that can do 

the work, and now you have a template on how to 
sell it to others...does it add up to a business? 17 



Templates and Starter Kits  
Collections 

l Take your available call center and 
collections team time and turn it into a 
lucrative collections service to sell to other 
credit unions.  

l Will you offer an all-or-nothing service, or offer à la carte 
services such as account reviews, member contact, 
miscellaneous services (mailing delinquency notices, set up 
AFT/ACH payments, etc.), or write off recovery? 

l View examples of collateral and informational material 
created by our Collections team! 

 
You know the need for the solution, you have the 
tools in your hands, you have talents that can do 

the work, and now you have a template on how to 
sell it to others...does it add up to a business? 18 



Templates and Starter Kits  
Real Estate Servicing 

l The business and operational side of 
Lender*VP’s mortgage servicing team—
find out what you’ll need to get your real 
estate service started. 

l What is the day-to-day work you can expect if managing 
another credit union’s real estate loans?  

l Establishing a service agreement between servicer and 
credit union—what can the servicer do vs. what’s expected 
of the credit union to perform 

You know the need for the solution, you have the 
tools in your hands, you have talents that can do 

the work, and now you have a template on how to 
sell it to others...does it add up to a business? 19 



Templates and Starter Kits  
Member Outreach 

l Turn your excess call center capacity into 
new revenue by providing credit unions 
with member reach services 

l Design and execute marketing call campaigns for your 
client credit unions 

l Check out some examples of scripts used by the call center 
in our call campaigns for our credit unions 

 

You know the need for the solution, you have the 
tools in your hands, you have talents that can do 

the work, and now you have a template on how to 
sell it to others...does it add up to a business? 20 



Why would CU*Answers offer 
CU*BASE SE? 

Elevating things you do a little into 
a specialty you could do a lot 



Extending Our Network for New Opportunities 

A New Market for Us All 

l As partners (your CU, your employees, and the CUSO’s 
employees), where could we take our skills and talents to 
another market and leverage ourselves for more returns? 

l As an entrepreneur, do you watch where your partners  l  
are going with an 
eye on a new 
market for you and 
your team? 

22 



Extending Our Network for New Opportunities 

A New Market for Us All 

l You might interpret this move as simply CU*Answers doing 
what it does: selling tools 

l I am encouraging the CUSO to think of it in a much broader 
sense 
l Find a new catalyst for solution innovation (new users who will push 

our solutions with more intensity, yielding broader solutions for everyone) 

l Find additional opportunities for our network’s experts (geeks, 
button pushers, business designers, and slick salesmen) to sell their skills 

• Experts from CUSOs and from credit unions 

l Add network participants to harvest unplanned opportunities (new 
vision on where new partners might be going) 

If it was just about finding a new client to use CU*BASE, I 
don’t think we could be disruptive enough to capture 
the imagination of the innovators we are looking for 23 



Extending Our Network for New Opportunities 

A New Market for Us All 

We have disrupted the status quo 

l We have created a niche 
by taking what people 
thought were specialty 
services that demanded 
scale, and making them 
available to any size 
operation 
l Participation Lending 

l Credit Card Servicing 

l Mortgage Servicing 

l What’s next? 

We can disrupt the status quo again 

l We can now add new solutions, like 
text banking and mobile banking, to 
specialty services, in a way that makes 
being small look like an advantage 
l Midwest Mortgage has no reason to add 

text banking to their platform; we have no 
reason not to 

l Can we capture the imagination of large 
operations with consumer services that 
specialty operations dismiss because of 
their legacy investments or status quo 
thinking? 

l Everything’s next 

Where CUs once thought it took scale to justify learning 
new skills and acquiring capabilities, today they realize 

they can take back what they gave away and apply 
their own talents to earn in a new way 24 



The Vision for a Network Inspiring 
Peer-To-Peer Commerce 

 

 

Using the weight loss industry as an 
example of an economic juggernaut 
based on a response to an index 

Cooperative Score 
(RK’s Vision for Starting a Business in the CU*Answers Network) 



Contrasting Bank “Lite” With Our Design 
Using our 15 minutes of fame as a catalyst for a new initiative 

l I have spent this Board Planning season talking to CUs about how to 
leverage a design for competitive advantage 

 

There are many consultants making a living promoting 
bank “lite” – how do you differentiate yourself and 

sell your talents as a cooperative business designer? 26 



Contrasting Bank “Lite” With Our Design 
Using our 15 minutes of fame as a catalyst for a new initiative 

l According to Wikipedia (“weight loss industry”): 
l “Between $33 billion and $55 billion is spent annually on weight loss 

products and services...About 70 percent of Americans' dieting attempts 
are of a self-help nature.” 

l When it comes to how a person sees their money, what is more 
intuitive than an industry that sells “self help”? 

l Can your cooperative designer skills 
yield more than what you just sell to 
members? 

l Can your cooperative resources yield 
more than where you have them 
targeted today? 

 

How can you inspire others to use your 
talents towards your ends? 27 



Introducing the Cooperative Score 
Instead of pounds, can we convince an industry to look at a new index? 

l We are setting a new goal for every credit union and CUSO that is 
designed as a cooperative:  Raise Your Cooperative Score 
l A Cooperative Score can be  

• Tangible evidence of principles put into action  

• A rallying point for new goals and new achievements 

l CU*Answers will work with our CUs to develop measurements or 
tracking mechanisms to confirm a credit union’s cooperative health 

 l Marketing your democratic process and measuring your members’ 
response 

l Paying an ownership dividend, clearly labeled as such 
l Interacting with other cooperatives 
l Measuring the vitality of your volunteer community 
l What else? 

28 



Introducing the Cooperative Score 
Instead of pounds, can we convince an industry to look at a new index? 

l Can we inspire each other and every credit union to ask themselves 
these questions: 
l Are you executing your cooperative design?  Do you think people can see it 

from the outside? 
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Rochdale Principles of Cooperation 
1. Democratic Member Control 
2. Cooperation Among Cooperatives 
3. Member Economic Participation 
4. Education, Training, and Information 
5. Concern for Community 
6. Voluntary and Open Membership 
7. Autonomy and Independence 

How would 
you grade your 

execution? 

How would 
your Board 
grade your 
execution? 

How would your 
members grade 
your execution? 



Designing solutions that highlight: 
1. Democratic Member Control 

l When we’re on offense, this is one of our most powerful competitive 
differentials...our customer own us, can vote for leaders, and can even 
change the rules 
l But do they know about it? 

l Someday we may be on defense, and we won’t be able to change the 
rules or coordinate our own governance – unless we get enough 
people to exercise these ownership rights 

 

 

What should we build together? 
What might you sell by yourself?  

What initiatives will you use in 
2012 to raise your Score? 30 

Voter Turnout 

Out of the gate:   
Software and services 



Designing solutions that highlight: 
1. Democratic Member Control 

l Nothing challenges democratic member control more than an 
environment that discourages volunteers to be Board Members 

l What solutions can be build that show an aggressive stance on 
promoting volunteerism and building strong Board process and Board 
member development? 

 

What should we build together? 
What might you sell by yourself?  

What initiatives will you use in 
2012 to raise your Score? 31 

Introducing SCORE 
and 

“My Credit Union is My Community” 

http://www.cuanswers.com/finlit/  

Out of the gate:   
Marketing tools and 

education series 

Already the site has seen an 
average of 18 visitors per 
class (and we haven’t even  
formally announced it yet)!  

http://www.cuanswers.com/finlit/�
http://cuatv.com/�
http://www.cuanswers.com/finlit/�


Designing solutions that highlight: 
2. Cooperation Among Cooperatives 

l How do you make this more real than simply having a long list of 
cooperatives with whom you participate, align, or that you reference as 
part of your Score? 

l We think our network can be different if we put our money where our 
mouths are and encourage our participants to default to collaborative 
responses to business problems 

What should we build together? 
What might you sell by yourself?  

What initiatives will you use in 
2012 to raise your Score? 32 

Out of the gate:   
Community tools and 

social media-type 
interactions 

Both sites to launch beta 
tests by Jan. 15, with  

Grand Opening marketing to 
begin on Mar. 1 

Points accrue 
starting Mar. 1 

http://examshare.cuanswers.com/�
http://policyswap.cuanswers.com/�


Designing solutions that highlight: 
3. Member Economic Participation 

l Talk about bank “lite” – in most credit unions, there is no design for an 
in-your-face message that says, “you as an owner participate in our 
economic success” 

l What if you could budget X% of every dividend payment to display an 
ownership dividend as part of the transaction?  Would you? 

 

 

What should we build together? 
What might you sell by yourself?  

What initiatives will you use in 
2012 to raise your Score? 33 

Out of the gate:   
Software tools and  

walk the talk 



Designing solutions that highlight: 
4. Education, Training, and Information 

l This is an easy one for CU*Answers; we have plenty of things you’re 
interested in when it comes to education, training, and dispersing 
information 

l How can we make it a business for a credit union?  How can we 
improve the resume of a credit union and raise its Cooperative Score 
around this principle? 

What should we build together? 
What might you sell by yourself?  

What initiatives will you use in 
2012 to raise your Score? 34 

Out of the gate:   
Services and a 

participation model 

http://www.cusecure.org/?cuid=001�
http://marketing.cuanswers.com/newsletter/�
https://obc.itsme247.com/001/�


Designing solutions that highlight: 
5. Concern for Community 

l How do you make marketing your community spirit a model for 
building market share and returns for all of your participants? 
l How do you marry philanthropy to your ROI requirements? 

 

What should we build together? 
What might you sell by yourself?  

What initiatives will you use in 
2012 to raise your Score? 35 

Out of the gate:   
Pricing models and 

investments that are 
pro-community 

http://www.cuanswers.com/scholarship/�
http://www.cuanswers.com/pdf/visitor/StartingaCU.pdf�


Designing solutions that highlight: 
6. Voluntary and Open Membership 

l For years, credit unions have struggled with a marketplace that wasn’t 
sure whether or not they could join 

l Is this a disadvantage?  Advantage?  Neither? 

 

 

What should we build together? 
What might you sell by yourself?  

What initiatives will you use in 
2012 to raise your Score? 36 

Out of the gate:   
??? 



Designing solutions that highlight: 
7. Autonomy and Independence 

l No matter what you build for the participants of a cooperative, people 
still want room to be themselves (personalization, by CU or member) 

l Customers want to define their own solutions, and they want to 
reorganize the resources in an order that makes sense to them 
(“freemiums,” for CU or member) 

l Configurations at the 
participant’s beck and call 
(PIB: Personal Internet Branch) 

 

What should we build together? 
What might you sell by yourself?  

What initiatives will you use in 
2012 to raise your Score? 37 

Out of the gate:   
Configurations, 
configurations, 
configurations 

MNCNFE #21 Config Styles Available to Mbrs 



A Solution in Search of a Spec 

Thinking About Profitability 



A little history... 

l For the past year CU*Answers has been aggressively brainstorming 
with credit unions, vendors, and consultants on how to develop a 
perspective on profitability that will help our credit unions understand 
what our data might mean to their operations  

l To say the least, I am frustrated 

l It’s very difficult for most CEOs to separate information from 
knowledge when it comes to a profitability approach...either that, or 
it’s very difficult to get CEOs to share that with their peers 

l In 2012, we are better positioned than ever before with the Analytics 
Programming team to put forth new databases, presentation tools, and 
analysis software around profitability... 

l ...but we still need a spec 

 

 

As a CEO Developer Focus Group, we 
need to take this to the next 

level...or agree that profitability is 
an opinion and not a standard 

easily accepted by a network 39 



Pieces in the Puzzle 
Some tools you have today 

l Approaching profitability from a member cash flow perspective 
l What members are generating service income for the credit union? 

l Can we profile them?  Can we encourage or discourage certain activities? 

 

 

Just because the member brings in cash and contributes to our 
variable income, does that mean they are a profitable 

relationship?  How would you weight cash-flow positive 
numbers? 40 

MNMGMT #15 Fee Income/Waiver Dashboard MNMGMA #11 Sample Checking Acct Activity 



Pieces in the Puzzle 
Some tools you have today 

l We can rank members by their utilization and transaction levels, for an 
implied ranking as to what they cost us to serve 
l We can apply a cost factor to every transaction on the CU*BASE system 

l We can “score” every member based on their activity and rank them 

l We can even track a member’s trends over 90+ days to look for norms 

 

 

The compliance people seem to be using these 
databases more than the profitability people 

What weight do you give to a person’s 
profitability when they use more or less of 

your service resources? 41 

MNMGMT #15 Fee Income/Waiver Dashboard 

Inquiry > Transaction Activity 



Speaking of compliance people... 
A sneak peek at a new tool coming soon 

42 

By Membership 
Designation, configure the 
transaction counts and $ 

amounts you consider 
normal, abnormal, or high 

risk 

Under 
construction 

...coming  
soon! 



Speaking of compliance people... 
A sneak peek at a new tool coming soon 

43 

Then take a look at the 
members that fall into the 

abnormal or high risk 
category 

Under 
construction 

...coming  
soon! 



Pieces in the Puzzle 
Some tools you have today 

l We have many tools to allow CUs to draw a correlation between a 
member’s acceptance of services and products as an indicating of a 
profitable relationship 

 

You can rank on it, you can give incentives for it, you 
can even fee based on it...but what does a 

relationship score mean to a profitability score? 44 

MNMGMA #19 Products & Services Per Member MNMGMT #25 Tiered Svcs Monthly Comparison 



Pieces in the Puzzle 
Some tools you have today 

l We even have tools that allow you to estimate spread and the effective 
returns on a member’s individual profile of savings and borrowings 

 

Is a person’s net effective yield an indication of 
profitability?  Do you rank people from high to low? By 

borrowers or savers?  How would you weight it in a 
profitability score? 45 

MNMRKT #1 Work with Household Database > 
Member Stats > CU Product Analysis Detail MNMRKT #20 Household Stat Rpt—by Member 

MNMRKT #1 Work with Household 
Database > F14-Rate Info 



Pieces in the Puzzle 
Some tools you have today 

l We even have big-picture ratios from the 5300 Call Report 

We could even create more ratios...which ones do you follow 
when thinking about profitability?   

Would mixing a big-picture off the 5300 mean anything to how 
you see a member’s profitability?  A product’s profitability? 46 

MNMGMT #9 5300 Call Report Ratios Dashboard 



Pieces in the Puzzle 
Some tools you have today 

l And we are starting to investigate what retention might mean to 
profitability, and how credit unions should think about the cost of 
acquiring members, and how long members and accounts stay on the 
books 

 

Once again, just a piece of the puzzle...how do we 
pull it all together and give a profitability 

approach that your team might use? 47 

MNMGMA #17 Open/Active/Closed Mbrs by Age  MNMGMA #17 Open/Active/Closed Mbrs by Age > 
F15-Summary Stats 



Speaking of retention... 
Another sneak peek at a new tool coming soon 

48 

Under 
construction 

...coming  
soon! 

A new look and 
more power for 

this tool(check out 
the average ages!) 



Speaking of retention... 
Another sneak peek at a new tool coming soon 
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Under 
construction 

...coming  
soon! 

A similar dashboard 
but this time at the 

account level 



Speaking of retention... 
Another sneak peek at a new tool coming soon 

50 

Under 
construction 

...coming  
soon! 

Summary stats at the 
account level – retention of 
your checking accounts, for 

example 



Pieces in the Puzzle 
Let’s brainstorm 

l So let’s brainstorm a bit on what questions you want to answer for 
yourself, for your team, and for your Board about profitability 
l For example...? 

l How do you use the concept of profitability today in a way that leads 
you to change something in the way you manage, the products you 
offer, or the way you see the success of your credit union? 
l For example...? 

l What tool or which vendor do you use today as your profitability guru?  
Could an interface or relationship between your guru and CU*BASE 
improve how you are running your credit union today?  (think 
Lender*Hub...where can we hook it up to improve your relationship?) 

Let’s look at some research we did 
earlier this year in trying to think 
through we might approach as a 

profitability vendor that would fit 
the network... 51 



Profitability Analysis Research 

l Earlier this year we put our Internet researchers to work looking at 
some firms from the outside that might be a candidate for a closer 
CU*Answers relationship on behalf of our clients 

l We attempted to answer the following questions: 
1. When it comes to profitability analysis, what is their primary focus or 

approach?  

2. What databases do they consult, critique, or use to verify or support their 
approaches?  

3. How do they contract with their clients – seminars, software, periodic 
reports, etc.?  

4. Do they have programs or partnerships with CUSOs  
to reach shared audiences?  

 

We encourage you to read this 
document and help us decide what 

to do next 52 



Adopting a Point of View 

l While I am frustrated with this process, I am confident that 
more and more people are trying to crack the code on 
profitability, and that some sense of it will emerge from 
within our network 

l I’m just not sure it’s going to be in time for a 2012 project 

l Push your people; push yourself; push us... 

l ...but be ready to articulate more than information you 
need – be ready to say, “I would use this information to do 
x, or y, or z, and I think others would, too” 

 

53 



Conclusion 

l Opportunity is everywhere, and today we are more 
connected than ever before 

l You can see opportunity with the click of a button, you can 
feel opportunity whenever you communicate within the 
network 

l You simply have to wish to respond and be ready to craft a 
solution 

l I hope you will or have experienced that sense all week 
during the CEO Strategies event...who knows, the next 
person you talk with might give you an idea that will top 
anything any of us have done to this point 

Thanks for the day! 
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