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I N T R O D U C T I O NPRIVATE 


SRCUS has two basic purposes -- to help you develop as a credit union leader and to improve the operation of your credit union.  The educational activities at the University of Georgia are planned to accomplish these purposes through formal classroom arrangements, networking among students, and discussion with instructors.  However, in order for any educational experience to be satisfying, it is necessary to relate the newly acquired knowledge and skill to the problems facing the individual.  At this point, we have added an interesting and practical tool that we call the Project.


The Project Defined

The Project is a strategic or long-term planning activity for your credit union that is divided into two parts.  The first part, which is completed between your first and second years in Athens, is a detailed description of the current status of your credit union and an analysis of its major competitors.  The second part of the project, which is completed between your second and third years, uses the information obtained in the first part to develop specific long-term goals and action plans that describe how to reach these goals.


The Implementation of the Project

Specifically, the Project involves the following five steps over a two year period.


1.
During your first year at SRCUS, you will attend a class that explains the Project and develop the guidelines for you to follow.

2. Between your first and second years, you will make a detailed study of your credit union.  This study will provide a complete picture of your credit union's scope of operation.  This material should be sent to the Education Director of your League by April 1 of next year.  It is important that this deadline be met in order that your material may be reviewed in time to offer suggestions for revising the Project, if necessary, before you come to Athens in June.

3. During your second year’s classes, there will be opportunities to discuss the Project and to help you translate the Project into a proposed plan of action for improving services at your credit union and making it more competitive in the financial industry.

4. Prior to the third year, you must submit the second phase of the Project which requires the specification of short and long range plans for your credit union.  These plans will address operations, policy, growth, etc. and be stated in terms of goals and action steps for your credit union.

5. During your third year’s classes, you will make a presentation to your classmates and one instructor about the plans and action steps that you developed.  The purpose of this presentation is to stimulate discussion among the members of your class about common issues.  We regard these discussions as essential to your learning while at SRCUS.




For Those Students Not Directly Associated With A Specifie Credit Union

We recognize that some students are League employees who come from experiences not associated with any one credit union.  We at SRCUS will work with you to customize the Project so that it best meets your educational needs.


And In Conclusion

Throughout your entire SRCUS experience, your League's Education Director and Dr. Robert Gatewood of the University of Georgia are at your service to assist in developing your materials.  Contact us whenever you feel we might be helpful:


 




Dr. Robert Gatewood


 




Associate Dean for Academic Programs


 




Terry College of Business


 




The University of Georgia


 




Athens, Georgia 30602


 




(404) 542-8068


BIO SKETCH



Please write a brief description of your activities in Credit 



Unions.  Include in this a summary of your educational background, 



your work history and a summary of your present job.
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I.
HISTORICAL DATA



Briefly review the history of your credit union.  This information should give you insights into what the purposes of your credit union are so that you can develop a strategic plan about its future.

A. Date of Organization  ________________________________________.




B.
Type of Charter (State or Federal)________________________________.




C.
Why was the credit union organized?




D.
Describe present field of membership; indicate any significant changes since organization.




E.
Are there any changes in the field of membership under consideration by management, the Board of Directors or the Supervisory Agency?  If no changes are anticipated, explain why.



I.
HISTORICAL DATA (Continued)



F.
In order to determine how the organization has evolved to its present state; summarize major changes in the bylaws of the credit union during the past five years.




G.
The competitive financial marketplace causes changes in how credit unions have operated.  Indicate all significant policy changes within the past five years in your credit union on the following:





1.
Loans



I.
HISTORICAL DATA (Continued)



G.
(Continued)





2.
Shares

3. Operational policies within the credit union

4. Products and services



I.
HISTORICAL DATA (Continued)



H.
To illustrate the historical growth of your credit union, plot on the statistical graph paper provided, the following information for the past five years.





1.
Assets





2.
Number of members





3.
Total savings, i.e., dollars in shares, certificates of deposit, money market certificates, share drafts or any other savings instruments





4.
Dollars loaned to members





5.
Investments outside the credit union, i.e., corporate central, bank, S & L, other credit unions, government securities, etc.





6.
Amount of borrowed money (includes certificates of indebtedness)





7.
Gross income, expense, and dividends





8.
Credit union yield




I.
Complete the five year comparative balance sheet.


ASSETS

PRIVATE 

































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































NUMBER OF MEMBERS

PRIVATE 

































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































TOTAL SAVINGS

PRIVATE 

































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































LOANS TO MEMBERS (Dollar Amounts)

PRIVATE 

































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































INVESTMENTS OUTSIDE THE CREDIT UNION, i.e., S & L,


Corporate central bank, government securities, etc.

PRIVATE 
































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































BORROWED MONEY


(include certificates of indebtedness)

PRIVATE 

































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































INCOME, EXPENSE AND DIVIDENDS

PRIVATE 

































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































CREDIT UNION YIELD (percentage) LAST FIVE YEARS
The total income for the year when related to the average outstanding loan balance will provide a percentage yield.  This can be computed by totaling the outstanding loan balance for a 12-month period, then dividing by 12 to come up with the average.  Interest income for the 12-month period is also totaled.  The average loans outstanding is divided into the interest income to arrive at a percentage yield on average outstanding loans.  Yield can also be computed on other sources of income such as government securities, loans to other credit unions, etc.


EXAMPLE
19--



MONTH END LOAN BALANCE

LOAN INTEREST INCOME
January



560,029



5,040

February



561,020



5,050


March




562,030



5,050

April




563,040



5,050

May




570,050



5,130

June




575,020



5,160

July




576,030



5,170

August



580,050



5,220

September



585,060



5,230

October



586,090



5,240

November



587,080



5,250

December



590,090


    
5,310
  Total


    6,895,589


     61,900

12 Month Loan Average = $574,623

Total Interest Income = $61,900

Yield on Loans =  61,900 = .1077 x 100 = 10.77%




     574,623

PRIVATE 

































































































































































































































































































































































































































































































































































































































































COMPARATIVE BALANCE SHEET

I.
PRIVATE 


19__

19__

19__

19__

19__

Assets


Loans


Cash


Investments


Others

TOTAL ASSETS
$__________ ___%   __________ ___

 __________ ___

 __________ ___

$__________ 100%
$__________ ___%   __________ ___

 __________ ___

 __________ ___

$__________ 100%







$__________ ___%   __________ ___

 __________ ___

 __________ ___

$__________ 100%






$__________ ___%   __________ ___

 __________ ___

 __________ ___

$__________ 100%






$__________ ___%  __________ ___

 __________ ___

 __________ ___

$__________ 100%














Liabilities & Equity


Borrowings


Savings


Reserves


Undivided earnings


Other liabilities &

     equity

TOTAL LIABILITIES &

 
EQUITY
$__________ ___%

 __________ ___

 __________ ___

 __________ ___

 __________ ___

$__________ 100%
$__________ ___%

 __________ ___

 __________ ___

 __________ ___

 __________ ___

$__________ 100%
$__________ ___%

 __________ ___

 __________ ___

 __________ ___

 __________ ___

$__________ 100%
$__________ ___%

 __________ ___

 __________ ___

 __________ ___

 __________ ___

$__________ 100%
$__________ ___%

 __________ ___

 __________ ___

 __________ ___

 __________ ___

$__________ 100%

II.  NATURE OF POTENTIAL MEMBERSHIP GROUP


To adequately understand the credit union's operation and as a basis for planning, you need to understand the abstract profile of your membership.



A.  Last year-end total number of members________________.



B.  Number of potential members____________ (state how this estimate was determined).



C.  Percent of members to potential______________________. (A)B)



D.  Age breakdown of current membership.

PRIVATE 
age bracket as of 12/31/_____
  number

% of total



Under 18





18 - 25





26 - 35





36 - 45





46 - 55





56 - 64





Over 65






Total




100%




II.
NATURE OF POTENTIAL MEMBERSHIP GROUP (Continued)





E.
Share Account Breakdown by average balances.  Insert your own categories, if desired.






Year ending balances as of 12/31/_____

PRIVATE 

balances
  number
 % to total
  dollars
 % to total

- $100





$101 to $500





$501 to $1,000





$1,001 to $5,000





$5,001 to $10,000





$10,001 to $50,000





$50,000 +





Total

    100%

   100%     

II.
NATURE OF POTENTIAL MEMBERSHIP GROUP (Continued)
Evaluate the information from D and E.  What implications do these numbers have for your credit union’s programs?  Some considerations might be promotional needs or suggested policy changes, e.g.:  Are enough youthful members joining?  If the population of your credit union is older, what do you project will be the effect on life savings and loan protection insurance costs?  What is the effect of maintaining a large number of small share accounts?  What is the danger of a high percentage of assets being held by a small percent of members?

Analysis of age categories

Analysis of share account sizes




II.
NATURE OF POTENTIAL MEMBERSHIP GROUP (Continued)





G.
Breakdown of your credit union's loan portfolio as of year-end 12/31/____.

PRIVATE 

Purpose
APR

Number


of loans
$ out-

 standing
 Average

  size
 % of

 total
 Season of

 high demand

Auto







Personal Loans

(Vacation, furniture, etc.)







Home Equity







Real Estate







Education







Share Secured







Credit Cards







Others

(list below)

























Totals

XXXXX



 100%
 XXXXXXXXX




II.
NATURE OF POTENTIAL GROUP (Continued)





I.
Evaluate the information revealed by the loan breakdown table.  Some considerations might be reason for different interest rates, promotional efforts needed or results of promotional efforts in special categories.






J.
Credit unions do not operate in a vacuum.  Our members must choose between using the credit union and other competing financial organizations.  Choose three specific competitors to your credit union.  Review these competitors in terms of their strengths and weaknesses in relation to potential members/customers.






Competitor 1  ________________ (write name)






Strengths:




II.
NATURE OF POTENTIAL MEMBERSHIP GROUP (Continued)





Competitor 1






Weaknesses:






Competitor 2 __________________ (write name)






Strengths:






Weaknesses:




II.
NATURE OF POTENTIAL MEMBERSHIP GROUP (Continued)





Competitor 3 ____________________ (write name)






Strengths:






Weaknesses:




II.
NATURE OF POTENTIAL MEMBERSHIP GROUP (Continued)





K.
MY CREDIT UNION






1.
Give SPECIFIC examples of how your credit union competed with each of the three previously mentioned competitors during the past year.







2.
List any disadvantages your credit union has that you would like to eliminate.







3.
Give specific examples of how these competitors have affected your members during the past year.




In order to put the credit union into the proper business and social perspective, it is worthwhile to examine the sponsoring agency.




III.
SPONSOR (Community, Church, Industrial, Military, Labor Union, Grange, etc.)






A.
Name of Sponsor and chief endeavor.






B.
Write a brief history and discuss patterns of growth of the sponsor with special emphasis of how that growth affected the credit union.






C.
Name and function of the individual in the sponsoring organization who is the liaison between the sponsor and the credit union.






D.
Which segment of the economy (Government, private investment, etc.) most affects your sponsoring organization?  Explain.




    III.
SPONSOR Continued)





E.
How does the present overall short-term trend of the economy affect your sponsoring organization?  Think of the recent economic climate and how it affected your credit union.






F.
Project as well as possible, the anticipated growth of the sponsor, in terms of orders, future sales, employee additions, etc.  What potential for growth or adverse change lies ahead and how might it affect the credit union?




    III.
SPONSOR Continued)





G.
In what specific way(s) does the sponsor subsidize the credit union?  (Facilities, Payroll Deductions, Salary and/or Benefits, Security, Office Space, Utilities, Insurance, etc.)  Assign estimated dollar values of subsidies provided by the sponsor.






H.
How does the sponsor's attitude influence the credit union's policies or operations?  Consider operating hours, staff salaries, etc.






I.
Does the sponsor offer other credit or saving services to your member (U.S. Government Bonds, stock options)?  What effect have they had on your operations?




    IV.
PRESENT MEMBERSHIP SERVICES



    
Each student should understand the credit union's services.  What are the office hours and are they convenient?  Is the office location convenient to members?  Discuss policies on savings, services, and dividends.  What services attract savings?  What are your policies and services on loans?  Is there personal financial counseling?




    
For each entry in this section include an evaluation of your credit union services in comparison to competing financial organizations (see Part III, Item J, p. 22-23) as follows:  + indicates your CU is superior to competitors; = indicates your CU is comparable to competitors; and - indicates your CU is inferior to competitors.














   Comparison






A.
Office Hours




    Column







_____________________________________________     






B.
Is office location convenient to members?                     







Yes____
No____                                            







Why?_________________________________________     







_____________________________________________    







_____________________________________________     







Discuss the following:                                        

By what methods do members use credit union services (mail, telephone, walk-in, etc.)?  What percent of transactions are used by each method?                         




      Analyze each of the following:                                                                    






D.
Savings & Deposits Policies and Services                                  




    IV.
MEMBERSHIP SERVICES (Continued)













    Comparison






E.
Lending Policies and Services


    Column






F.
Financial Counseling




    IV.
MEMBERSHIP SERVICES (Continued)













    Comparison






G.
Delinquency Control and Collection Procedures Column













H.
List and briefly describe insurance coverages maintained for the members (bonding, liability, fire, others).






I.
List and briefly describe insurance coverages







maintained for staff and for operations







(embezzlement, robbery, records, others).




    IV.
MEMBER SERVICES (Continued)





J. 
How much money and what percent of the annual expenses has been spent on member education and promotion in each of the past five years?







19____
$_______________________
_______%







19____
$_______________________
_______%







19____
$_______________________
_______%







19____
$_______________________
_______%







19____
$_______________________
_______%






K.
Describe the education and promotional efforts.  What education and/or income level is common in your membership and how do the education/promotion efforts match?






L.
What new programs or services do you anticipate offering to the members?




V.

CREDIT UNION PERFORMANCE





A.
Analyze the effectiveness of your staff and its attitudes toward both the credit union and its members.








Diagram an organizational chart for your credit union.  Show the relationships of the credit and supervisory committees and also the organization structure of the staff.




V.

CREDIT UNION PERFORMANCE (Continued)





B.
What training has your staff received?




Analyze the type of training the staff has received and discuss what further training is needed.  List participation in league, chapter or national programs.






C.
What training is provided for credit union officials?





Growth and training programs for the board of directors and committee members help them understand their responsibilities and plan for improved services and growth.




    V.

CREDIT UNION PERFORMANCE (Continued)





D.
Your credit union's budget is an effective management tool.  Include after this page a copy for the current year and discuss below how it is developed.  If your credit union does not have a budget, prepare one.






E.
Every credit union has goals reflected in the budget.  State five measurable goals of the credit union for the coming year.  (Note:  Read the next pages to learn how to state goals appropriately.  A major portion of next year's project will be the development of one and five year goals.  If your credit union has not developed written goals, now is the time to get started.)



Characteristics of a Measurable Goal








1.   Written in terms of desired










results or outcomes









2.   Has a specific time frame-










work or deadline









3.   Norm or standard for judging










success; how can we tell 












when we've achieved the goal 










or objective; how do we measure









4.   Realistic or obtainable









5.   Understandable

PRIVATE 
Increase membership from 2800 to 4300 by December 31, 199__

         *                            *                                *

         L                            L                                L

1. desired result       3. norm or standard       2. specific time 

                               for judging success        frame

   ----------------------------------------------


5. understandable

    4. realistic (judged by mentally comparing the understanding of

       the goal with the day-to-day realities of the organization)







Guidelines for Writing Goals





a.
Start with an action verb.  Commitment to action is basic to the formulation of a goal.





b.
Specify a single key result to be accomplished.  Goal statements including more than one end result or product tend to be ineffective because one or the other item tends to be ignored and falls through the cracks, leaving the goal only partially accomplished.  Better to state two separate goals.





c.
Specify a target date.  To be measured, a goal must provide a clear picture of when it has or has not been achieved.  A specific completion or deadline date, or an understood timeframe, helps define the “when” – important for those implementing the goal, as well as for those needing to know when its achievement [or lack of same] should be evaluated.





d.
As quantitative as possible.  “To increase money order sales” is vague.  How much of an increase is desired?  $5?  $500?  $5,000?  Now knowing makes it difficult to plan and to evaluate.  “To increase money order sales by at least $50,000 during 199x” is much more helpful.





e.
A goal must be compatible.  Relating to the credit union’s purpose or mission, it can contribute directly to support what the CU is all about.  It must be able to co-exist with other goals, supportive of and not working at cross-purposes with the other goals.





f.
Goals must be understandable.  Most goals must be read and used by many different individuals.  Make sure the goal statement uses phrases and references everyone can understand to avoid wasted effort and to develop maximum motivation towards achieving results.





g.
A goal should be realistic and attainable, but still represent a significant challenge.  A good goal requires a stretch, but can be accomplished.  Making a goal either too difficult or too easy defeats the purpose of the exercise.  A goal beyond reach creates frustration and defeatist attitudes.  A goal that can be accomplished with little or no effort fails to motivate and is a waste of time.





h.
A goal should have broad agreement.  People support those things they agree with and think are important.  People will sometimes sabotage or at least not actively support that with which they disagree.  The motivation of a manager or group to achieve results will be greater if the goal has strong support.





i.
Goals should specify only the “what” and “when”.  Avoid defining the “why and “how.”  The goal should only be a statement of results to be achieved.  Anything additional clutters things up, and distracts focus from the desired end result.  The “why” should have been answered when you decided the value of pursuing the goal against the backdrop of the purpose or mission of your credit union.  The “how” is dealt with when you begin programming the steps of your action plan.






V.
CREDIT UNION PERFORMANCE (Continued)






F.

Ratios










The ratios presented in this section will give you a general picture of the financial health of your credit union.  By calculating these ratios and comparing their trends over a 3-5 year period, you can tell a lot about your credit union.










Refer to your financial statements and statistical reports to obtain the ratios.


MY Credit Union






1.  AVERAGE SAVINGS     =          Savings





 

Balance


     Members

 


_____________%







 *Include all member saving instruments







2.  AVERAGE PERSONAL    =         Loans Out







LOAN Balance                Borrowers



_____________%







3. BORROWING MEMBERS    =      Borrowing Members






    to MEMBERS Ratio

     Members

  


_____________%







4. LOAN to SAVINGS
=
    Loans







Ratio


         Savings


  


_____________%







5.   DELINQUENCY
=   $ Delinquent Loans (60+ days)







Ratio

       $ Loans Out

  


_____________%







6.     EXPENSE TO
=
    Expenses







INCOME Ratio
     Income


  


_____________%







7. Annual Rate of
=
Total Income Earned








Return on


During year        x 100








Total Assets Ratio
Average Total Assets
 


______________%







8. Annual Cost of   =  Interest and dividend








Funds Ratio
     payments during year  x 100











Average total assets
 


______________%







9.  Capital to
=
All reserves plus undivided







  Assets Ratio

           earnings        












Assets

 


______________%







10.  Loss Exposure/   =   Potential losses on loans








 Asset Ratio

   and investments    












Assets

 


______________%







11.  Liquidity Ratio =Cash plus short-term investments










Savings plus notes payable
 


______________%


Note:  Short-term investments usually considered 




up to 6 months or perhaps to one year.






V.
CREDIT UNION PERFORMANCE (Continued)





G.
Development of averages, comparisons, etc. (Operational analysis.)








To see at a glance how your credit union is doing, look at its financial sheet and other reports normally given to the board.  Develop averages to compare one results with the next.  For example, average loans from one year to the next, average growth incomes, growth expenses, net incomes, etc.  Go back five years.



EXAMPLE
PRIVATE 

AVERAGE

19__
  19__
   19__
  19__
  19__

Assets per

Member

$727
  $1022
  $1095
  $1193
  $1334

Shares per

Member

680
  939
  1002
  1091
  1227

Loan per

Borrower

1170
  1567
  1598
  1742
  1909

Expense per

Member

26.94
  31.65
  35.18
  36.45
  37.71

Income per

Member

58.43
  88.09
  95.24
  96.42
  102.13

Dividend per

Member

25.39
  42.67
  44.57
  49.85
  58.65

Number of full-

Time employees per million of $ of assets

.60
  .60
   .57
  .57
  .55







Show data for your credit union below or on a separate sheet.






V.
CREDIT UNION PERFORMANCE (Continued)






H.
Insert after this page copies of the year-end financial statements for the past five years.  Include balance sheet and income statement.  If you are from a federal credit union, use FCU forms.







I.

Describe accounting methods (i.e., hand posting, batch EDP, on-line EDP, in-house EDP).






VI.
CREDIT UNION RELATIONSHIPS





    

This is a significant area of neglect among credit unions whose board of directors feels it can operate the credit union without consulting with members, the chapter, the league, and others.








A.
With the members










Inter-relations with members and potential members are essential to the growth of your credit union.  Do members vote and attend meetings?  Do officers change every three years?  Is there representation of membership groups on the board of directors and committees?








B.
With the Chapter










Are the board, the committees, and employees active in working with the chapter?  Normally, the chapter is the educational arm of the league.  It provides opportunity to exchange ideas.








C.
With the League










Do you participate in all activities of the league?  There are management seminars, an annual meeting, and various programs.

VI.
CREDIT UNION RELATIONSHIPS (Continued)







D.
With Legislators and Public Opinion Makers










Good relations with legislators and public opinion makers represent a potential for contacts with other people in your community.  If relations are good, it can mean favorable legislation and positive opinions toward credit unions.








E.
With Other Financial Institutions










Good relations with local banks and federal savings and loan institutions may mean that business can be forwarded to you.  There are times, too, when your credit union must borrow from them.








F.
With the Community










Are the board and committee members active in civic affairs?  Activity in the community helps to generate a positive public relation image that a credit union should have.






VI.
CREDIT UNION RELATIONSHIPS (Continued)







G.
With Supervisory Authorities










Is there a positive relationship with state or federal credit union examiners?  Relations may affect your examinations, and examiners are helpful in such areas as enlarging the field of membership.








H.
Board and Manager's relationship to each other










Are relations good?  Describe relations between the manager and his board and president.  Do they work together as a team? Does the manager work with the board on policies, objectives and goals?  The manager, the board, and the committees, working harmoniously together, can stimulate the successful growth of the credit union.






