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

The purpose of the Southeastern Regional Credit Union School (SRCUS) is to prepare each student for a career of leadership in the credit union movement.  To better assist the student in this preparation, a Project assignment is given as an effective means of accomplishing the objective.

The Project helps to translate into a practical program the intent of the school.  These involve establishing facts about the credit union, analyzing its operation, defining its relationships, and culminating with the development of a projected, comprehensive, long-range plan to accomplish credit union goals and objectives.

The project is divided into two phases.  The first phase, the second-year Project, involves the basic research and outlining of facts regarding the student's credit union. This phase provides the information and foundation upon which the student will prepare the final phase of the project.  The second phase, the third-year Project, involves the completion of a projected, comprehensive plan for the credit union.

In preparing this third-year Project, establish both a short-range (one year) and a long-range (five year maximum) plan for your credit union, and discuss specific methods by which goals and programs may be implemented and achieved.  Constantly ask yourself the questions "Why this goal?" --"How can it be achieved?" -- "What is the logical result?"  The answers should be contained in the finished project.  Be thorough and specific in preparing your Project -- it should be a "plan of action" for your credit union.

The student is encouraged to complete the third-year Project as soon as possible upon returning home from the second year at SRCUS.  Try to involve other leaders in your credit union in developing the plans.  PIE sessions are an excellent way of doing this.  You can get assistance for PIE sessions through your League.  In preparing the finished Project in essay form, make duplicate copies and type it double spaced so that it can be expanded or modified as a result of classroom activity during the third year.  Please do not put the pages in plastic holders as it makes it very difficult to write comments.

Submission of this third-year Project is a prerequisite to graduate.  The deadline for submission is on or before April 1.  The completed Project should be mailed to the Education Director of your credit union league.  The deadline date has been established because the project must be evaluated carefully by the seminar leader before school begins in June.

Students not directly associated with a credit union should develop a long-range, recommended plan for the credit union used in preparation of the second-year project.

The SRCUS Project is a means to an end, and not an end in itself.  Projects should be open-end.  They should be designed so that they can be continued in future years for the benefit of credit union management.

Questions about the Project should be directed to your credit union league Education Director or the SRCUS Third Year Coordinator:






Dr. Hugh J. Watson






Department of Management Information Systems






Terry College of Business






University of Georgia






Athens, Georgia 30602






(706) 542-3744

INSTRUCTIONS FOR DEVELOPMENT

The third-year project consists of two parts, Part I, the second-year project, and Part II, the short-term and long-term goals.  The second-year project does not need to be submitted with the third-year project, but should be brought along to Athens if you need to refer to it during your project presentation.  Steps in preparation of the third-year project are as follows:


A.  Part I


1.
Update second-year project (annotate on the project, where appropriate, any significant changes in operational policies, procedures and so forth).



2.
On a separate sheet of paper, summarize all significant changes in policies and procedures and submit this with the third-year project.


B.
Part II



1.
Develop both the short-term and long-term goals for various areas of your credit union based on assumptions regarding such factors as membership characteristics, changes in your policies, economic conditions, etc.

Credit unions differ tremendously in size.  SRCUS students from small to medium size credit unions tend to hold top management positions.  For them it makes sense to develop plans for the entire credit union.  Students from larger credit unions tend to hold positions in functional departments such as Loan Officer.  For them it is more appropriate to develop plans for their functional unit.

Part II of Project
In the pages that follow, you are to develop as a minimum, the following:


A.
Update of Second-Year Project


B.
Prework:  Mission, Analysis, Issues


C.
Short-Range Plan (One Year)



1.
Goals



2.
Key Decisions



3.
Limitations - problems - obstacles



4.
Policy Modifications Required



5.
Cost/Benefit Analysis



6.
Action Plan



7.
Projected Balance Sheet - Statement of Financial Condition



8.
Projected Income Statement


D.
Long-Range Plan (Two to Five Years)



1.
Objectives



2.
Key Decisions



3.
Limitations - problems - obstacles



4.
Policy Modifications Required



5.
Cost/Benefit Analysis



6.
Action Plan



7.
Projected Five-Year data for assets, members, shares, loans, income and expenses (NOTE:  Use graphs to portray this data)


E.
Summary and Conclusions



Narrative statement to indicate your general plans, objectives and concerns about the next five years.

Oral Project Report in the Seminar

A.
You will make a presentation to your classmates that is based on your project.



This presentation should follow the following format:




a.
Brief Personal Introduction



2 minutes





  Name, title, time in position, how got





  into CU work, etc.




b.
Overview of Your Presentation


2 minutes






Briefly tell the group what all you






plan to cover and how you plan to






cover it.




c.
Brief Historical Summary of Your Credit





Union






5 minutes






Origin, field of membership, size,






growth, interesting history, etc.




d.
Brief Review of Present Services and





Policies





5 minutes






This is a good place to use handouts,






annual reports, visuals, etc. to 






summarize.  Focus only on unique






services or marketing approaches.




e.
Short-term Goals




5-10 minutes






Select 2 or 3 of your most important






short-term goals.  Explain why






important, key decisions needed, plans.




f.
Long-term Objectives




5-10 minutes






Same comment as under e.




g.
Current Management Problems or Challenges
5 minutes






Identify a couple or problems or 






challenges you now face and wish to 






seek class help with.




h.
Closing Statement




1 minute

4. The reports are followed by a class discussion of the issues that you brought up about your credit union.


B.
Suggested materials to bring if relevant:



1.
Financial statements for each member of the seminar.



2.
Annual meeting reports for each member of the seminar.



3.
A summary of the highlights of your credit union for the seminar members.  It may be a summary of the third-year report.  It may be one page, but cover current standard operating procedures, policies, etc.  It presents your credit union as it is.



4.
Promotion pieces.



5.
Copies of key charts or statistics.

UPDATE OF SECOND YEAR PROJECT

GLOSSARY

DEFINITION OF TERMS FOR PLANNING:

 1.
Environmental Analysis - The process of making assumptions in three key areas:


(1)
To identify KEY ENVIRONMENTAL FACTORS in the environment of your organization where changes could have a significant impact on your success;


(2)
To anticipate those CHANGES that could occur in these factors; and


(3)
To identify changes in these factors as they occur.

Environmental analysis includes the process of environmental scanning.  Environmental Scanning is defined as scanning the universe of external events to detect patterns signalling innovation or change which may directly or indirectly alter the future status of factors relevant to the organization's functions; determining the most probable nature of such alteration, and assessing their implications for current and future institutional actions.

Its purpose is: to provide perspectives, forecasts and supporting documentation relative to the total business environment; to assist management to integrate environmental impacts into their planning process; to produce management action in response to environmental assumptions which minimizes crises management.  Preliminary data and information used to carry out the environmental analysis is primarily generated from the environmental scanning system and from input from the research department.

 2.
Corporate Mission Statement - A broad statement of the purpose for which the organization exists.  The mission is the keystone upon which the planning structure is built.  A mission statement provides a general guide for strategic planning.  It determines the competitive arena in which an organization operates.

 3.
Primary Long-Range Objectives - The identification of long-term future results that the organization believes can and should be accomplished.  They are set at the highest corporate level in advance of secondary objectives or strategy.

Long-range planning is meaningless unless short-term planning expressed through operational objectives and action plans are developed and implemented.  Conversely, short-term (annual) planning can miss the mark considerably and jeopardize the organization without a long-term planning component.  This planning cycle includes a long-term component in Step 3 which would extend organizational thinking out into the future three to five years.  All objectives should be measurable.

 4.
Credit Union Analysis - One of the steps in the process of preparing long-range plans.  Its purpose is to assess the overall corporate condition at the time of the new planning cycle in order to determine the organization's present ability to achieve its primary objectives.  The corporate analysis should review such areas as:


•
Trends of results


•
Sources of profits -- programs/services


•
Risks


•
Utilization of resources


•
Organization and management structure


•
Corporate capabilities

 5.
Credit Union Policies - An internally consistent set of understandings which guide and channel the thinking, decisions and actions of management toward the achievement of primary corporate objectives while sharpening and better defining the means of the corporate mission.


Policies usually take any one of three forms:


(1)
Policies that restrict or prohibit certain direction, strategies or actions in planning.


(2)
Policies that limit or establish outside limits for executives in planning.


(3)
Policies that direct or provide guidance to executives in planning.

Credit Union Strategies - an internally consistent set of strategic decisions based on the analysis of alternatives.  Corporate strategy is set by top management to define the methods of achieving primary long-range objectives.

 6.
Situational Analysis - One of the first steps in the process of preparing long-range operating objectives at the functional level.  This analysis provides the means to establish realistic objectives at these levels and serves as the tie between objectives and the reality of the organization's strengths/weaknesses and its environment.  The functional analysis should cover at least four major areas:


(1)
Past performance


(2)
Current Situation - strengths/weaknesses


(3)
Competitive analysis

(4) Environmental analysis - threats/opportunities

 7.
Operating Objective - Quantitative and qualitative objectives consistent with resources available which direct the long-term nature and scope of each function and are aimed at each function's support of the achievement of the corporate primary objectives.

The term "operating" is chosen to describe the next group of objectives -- not because they are less important to success, but because they should really be defined after the primary objectives have been set at the corporate level.

 8.
Strategy - An internally consistent set of strategic decisions based on the analysis of alternatives.  Strategy is set at the functional level to define the methods of achieving functional objectives.  Strategy is set within the constraints and guidelines of corporate policy.

 9.
Goals - Derived from strategy, expressed in quantifiable terms and defined against time.  A goal is that portion of the quantified functional objectives that the organization expects to achieve within 12 months.  Proposals should include preliminary budge figures.

10.
Action Plans - Identifying the action steps to be taken, with dates, people, assignments and cost/benefit analysis to achieve a goal.

11.
Budgets - The budget is the expression, in financial terms, of the plan.

12.
Allocating/Prioritizing/Balancing of Budget with Plans - The process of assessing programs, services, costs, utilization of human and capital resources as identified in quantified budgets against the organization's long-term direction to assure that limited resources are being used in a cost/effective manner to achieve the organization's long-term direction.

The corporate planning group should adopt a final proposal which is reviewed by the management team, representatives of the Board, and approved in final form by the Board of Directors.

13. Monitoring and Evaluating of Implementation - On-going process of monitoring plans against results at all organization levels.  The using of identified variances as the triggering mechanism to assess the need for timely corrective action.







PREWORK:  LONG-RANGE PLANNING

Enclosed are five worksheets which should be filled in and used as prework to setting long-range objectives for your credit union.  Before a credit union can set long-range objectives they must have thoroughly considered and developed a written response to the four areas covered by prework sheets.  They are:


1.

Credit Union Mission


2.

Environmental Analysis


3.

Major Issues


4.

Competitive Analysis


5.

Strengths and Weaknesses


6.

Threats and Opportunities

Instructions on the prework material will guide you through the reading and promote understanding.  Once you have completed the above material you should, as part of your third year project, identify specific long-range objectives for your credit union.  Use the "Guidelines for Writing Long-Term Objectives" sheets included in this packet as a learning resource.

Completed prework and long-term objectives should be included in your third year project.

Mission
Definitions.  A statement as to what business you are in and want to be in during your planning period.  A statement as to what purpose or function you expect to fulfill in society or the economy.  Your raison d'etre.

Characteristics.  Usually represents your consensus as to where your strengths lie.  Your judgment as to the area in which you can best exploit your resources.

Additional force is often given to Mission in the Policy section; where specific exclusions or interpretations may be identified.

Difficulties.  Major difficulty in developing a mission is usually achieving a consensus as to how broad or narrow the mission should be.  Should you stick to your last, or strike out in new and strange fields.

Importance in Planning.  The Mission is the keystone on which your planning structure is built.  It does three things:


1.
Establishes parameters around your planning.  Strategies outside the established parameters cannot be accepted.


2.
Provides focus to your planning.  By directing your resources into an agreed to channel of activity, diffusion of effort will be minimized.


3.
Unifies the Management.  It is essential in planning that all key team members are committed to the same direction and all pull together.

Relationship of Mission to the Overall Plan.  In establishing and periodically reviewing a plan, the mission statement is often modified.  The type of business may change, or more often, the mission will be broadened or narrowed.  This happens through the following:


1.
Internal analysis of the organization's strengths and weaknesses and history of performance may indicate that resources are either under or over utilized against the mission.


2.
External analysis may indicate that, with the stated mission, opportunities are not being fully exploited or on the other hand, do not exist.


3.
Desired objectives may require strategies excluded by the mission, necessitating a change either in the objective or the mission.  For example, a growth objective depending on a strategy for entering a new market excluded by the mission.

Examples of Mission and Corporate Purpose
TYPE OF ORGANIZATION
MISSION

Manufacturer of Industrial Equipment
To profitably satisfy the needs of the market for energy conversion and control equipment.

Large Metropolitan Bank
The mission is to provide financial and related services in a manner that:  Anticipates and fulfills our customers' needs at a high level of product quality and staff performance.  Responds and contributes to the social and economic well-being of the community.  Provides a challenging and rewarding environment for employees.  Maintains a level of earnings to support our growth and sustain the confidence of those who invest in us.

Manufacturer of Industrial Products
To achieve profitable growth through leadership in the development, manufacture, and marketing of products in the industry we serve.

Division of a Textile Company
Manufacture and/or market finished and unfinished textile products and services primarily for home and institutional use.

Grocery Wholesaler
The procurement, distribution, service and retailing of consumable items with primary emphasis on food and related products.

Recreation Supplier
To be a profitable and growing leader in the service/leisure field, enriching and improving peoples' lives.

Farm Equipment Manufacturer
To be a leader in the profitable manufacturing and world-wide marketing of innovative quality labor saving agricultural related products, primarily equipment.

Mission Statement
Definition:

A broad statement of the purpose for which the organization exists and the function it performs.

Importance In Planning:

The mission is the keystone upon which the planning structure is built.  Mission statements, aside from providing general guides for strategic planning, have specific relevance to the formulation of program strategies and the nature of a business.  Mission statements determine the competitive arena in which a business operates.  They determine how resources will be allocated to different demands.  They determine the size of the company.  They make much easier the task of identifying the opportunities and threats that must be addressed in the planning process.  They open up new opportunities, as well as new threats, when changed.  They prevent people from "spinning their wheels" in working on strategies and plans that may be considered completely inappropriate by top management.

Use this space to write the Mission of your organization:

Environmental Analysis
Definition:

Environmental factors are those forces over which an organization has little or no control.  Environmental change usually impacts a business by virtue of its existence in a larger, sometimes more complex situation.

Importance In Planning:

Environmental changes may present significant opportunities if they are appropriately anticipated and structured into programs to capitalize on them; or, they may present a threat, making it necessary to alter products or modify methods of doing business.  By identifying political, technological, and socio-economic changes, isolating the significant factors, and determining their probable impact, you can develop either offensive or defensive programs to exploit the potential offered or to soften the total impact.

Examples:

List each social, political, technological, or economic factor of significance.  Develop assumptions and predict probable impact.

Factor
Assumption
Impact

Social - changing life 

 styles
Less demand for high

style clothing
Less demand for

major product

Political - investment

 tax credit
Will be discontinued

fourth quarter of 199X
Adverse effect on

199X and out, earnings

Technological - laser

 technology
Practical and econom-ically feasible for data transmission in 199X
Adverse effect on microwave transmission

requirements with corresponding opport-

unities in laser equipment manufacture and sales

Economic - leveling 


off of economic growth in late 199X
Slackening in demand for major product lines
Need to anticipate lower demand in terms of marketing and manufacturing schedules - see wider product base

Read CUNA Environmental Profile as one source.

Use the attached sheet to list Environmental Factors, Assumptions and Impacts for your organization.

EXTERNAL ENVIRONMENTAL ANALYSIS

FACTOR
ASSUMPTION(S)
IMPACT ON CREDIT UNION
CREDIT UNION RESPONSE

(Identify at least one present and future trend in each of the AREAS.)
(Make assumption(s) as the future course of the TRENDS.)
(Relate the TRENDS probable impact on the demand/supply of the program/services and the affect on costs and profits.)
(Determine what are the probable responses the credit union can make to either (1) soften the impact of adverse FACTORS or (2) exploit the potentials offered by favorable TRENDS [factors].)

POLITICAL:

present:

future:




SOCIAL:

present:

future:




ECONOMIC:

present:

future:




TECHNOLOGICAL:

present:

future:




SAMPLE
KEY ENVIRONMENTAL FACTOR:                                               INSTRUCTIONS:
Plot the factors identified in External Analysis to graphically show direction of impact and likelihood of occurring.  Use a separate form for each factor that you identified in the previous section.  You should place one mark in the top part of the following grid and another mark in the time series under the grid.

IMPACT EVALUATION FORM

Revolutionary  





Strong 





Moderate 





Light 





None 





Moderate 





Severe 





Catastrophic 






25%
50%
75%
100%



Probability That The Event Will Occur



When Do You Think This Key Factor Will Have Its Greatest Impact

(Place X)
Near Term
Next 2 years

____________
Mid Term
3-5 years

_________
Long Term
6-10 years

__________

KEY ENVIRONMENTAL FACTOR:                                              
IMPACT EVALUATION FORM

Revolutionary  





Strong 





Moderate 





Light 





None 





Moderate 





Severe 





Catastrophic 






25%
50%
75%
100%



Probability That The Event Will Occur



When Do You Think This Key Factor Will Have Its Greatest Impact

(Place X)
Near Term
Next 2 years

____________
Mid Term
3-5 years

_________
Long Term
6-10 years

__________

Competitive Analysis
Definition:

Any organization attempting to fill the same need.

Importance in Planning:

A careful analysis of competition can provide information concerning the strategies needed to achieve success in accomplishing long-term objectives.

Instructions:


1.
Identify at least three major competitors that you see your credit union having to deal with in the next five years in order to attract new members, retain current members, and/or retain savings, successfully improve market penetration, etc.


2.
Organize the information you have about these competitors into the three categories indicated on your Competitive Information Worksheet.  You will note that these three categories are the same as those used to organize your credit union's strengths/weaknesses analysis.  Using the same format for organizing your planning information makes comparisons easier for both review and analysis purposes.


3.
After completing your information profile of your competitors, analyze your list of concentrations of competition, new product/service offerings, movement into new markets, etc.

COMPETITIVE INFORMATION WORKSHEET

MAJOR COMPETITOR ANALYSIS
Competitor

(specific name)
Products & Services
Organization & Individual Relationships
Financial & Material Resources





















Strengths/Weaknesses
Introduction:

Strengths are characteristics which enhance the effectiveness of the organization.  They provide an inventory of areas for which programs may be structured that are designed to capitalize on the capabilities of the organization in the attainment of objectives.

Weaknesses are characteristics which limit the effectiveness of the organization.  They provide an inventory of areas for which programs may be designed to improve performance, and to contribute to the attainment of objectives.

Instructions:

1.

Determine at various levels of your organization, from the top down to the operating levels, your major strengths and weaknesses of your business in tune with your long-term objectives.  Identify these major strengths and weaknesses in the three major areas of (1) Programs and Services, (2) Organization and Individual Relations, and (3) Financial and Material Resources.


2.

Review the information on your strengths and weaknesses worksheet and develop a team consensus summary of primary areas of needed action (not more than five in priority order).

Examples:


Strengths  -- 
Quality reputation





   
Broad product line







Modern facilities


Weaknesses --
High teller turnover







Weak relationship with sponsoring organization







Lack of functional cost system for establishing service charges

Your Credit Union’s

STRENGTHS/WEAKNESS WORKSHEET

(be as specific as possible)

Area
Strengths
Weaknesses

Products

and

Services





Organizational

and

Individual

Relationships





Financial

and

Material

Resources





Priority Areas
Priority Actions Needed:  (to build on strengths, 

or reduce/eliminate weaknesses)

1.


2.


3.


4.


5.


Threats-and-Opportunities
Threats
Areas of concern outside the credit union that may:



1.
Directly or indirectly affect your business



2.
Indicate areas that the credit union should avoid


Examples:



1.
Taxation



2.
Mergers/liquidations



3.
Competition

Opportunities
External areas where your credit union has, or can create, an advantage in the market place.

They may indicate new directions for the credit unions, but you may need to look at resources and how best to use them.


Examples:



1.
Field of membership



2.
"Life-line" financial services



3.
Plastic cards

Instructions
Identify the external areas of concern that you feel are threats to your credit union.

_________________________________________________________________________


_________________________________________________________________________

_________________________________________________________________________


_________________________________________________________________________


_________________________________________________________________________

Identify the external areas that you feel may be opportunities for your credit union.

_________________________________________________________________________


_________________________________________________________________________

_________________________________________________________________________


_________________________________________________________________________

Instructions for Developing Goals and Long-Term Objectives
1.
Goals and objectives are clear, concise, and measurable statements of important results for your organization.

•
Goals are statements of short-term (12 months) results.  Note following pages for how to write goals.


•
Objectives are statements of long-term results (usually two to five years).

Organizations identify their long-term objectives before they establish operational goals for achieving some portion of the long-term accomplishment.

2.
Key decisions must be made by the management team which might impact the development of specific goals.  Such things as feasibility and attainability of the goal would be considered.  Would attainment of the goal benefit the membership?  How?

3.
Limitations are imposed from outside sources upon which the organization has little reference such as regulation.  Indicate the limitations, if any, for each of the goals you propose.

4.
Policy modifications may be required as you propose new goals.  This is particularly true in the area of loan and investment policies.  Clearly identify the modifications which may be required.

5.
Cost/benefit analysis.  This is the "budget" for each plan or program developed to achieve specific goals.  It provides a basis for establishing priorities.  By listing the benefits of a specific program, you can relate results to the total cost of the program (in personnel, money and so forth).  Note:  A sample statement of cost/benefit analysis to "increase shares by X amount by year-end" might look like this:

Benefits expected --  
The increase in shares will provide more money for 







making loans at a lower cost of funds.


Resources required --
Well trained personnel for cross-selling, attractive 








promotion pieces and prizes.


Estimate of cost --

Approximately $5,500.

6.
Action plans are the key steps in implementing the program.  Goals are identified and then the key steps, person responsible, and deadline dates are spelled out.  The format provides an example for preparing action plans.

Guidelines for Writing Goals/Objectives
1.
Start with "To," followed by an action verb.  Commitment to action is basic to the formulation of an objective.

2.
Specify a single key result to be accomplished.*  An objective to be measured must provide a clear picture of when it has or has not been achieved.

3.
Specify a target date.*  It's fairly obvious that to be effectively measured, an objective must include a specific completion date.

*
Goals and objectives should specify only the "what" and "when" -- it should avoid defining the "why" and "how."  This is a statement of results to be achieved.  It is not a justification for its own existence.  The "why" was answered when you decided the purpose or mission of your credit union.  The "how" comes later when you begin programming your action plans.

4.
They must be as quantitative as possible.  It almost goes without saying that it is much easier to measure an objective to sell 5,000 money orders than to measure an objective simply stated as "to increase our money order sales."

5.
An objective must be compatible.  It should relate directly to the credit union's purpose or mission, thus contribute to meeting the need.  And it must exist side-by-side with other objectives and not compete directly for the credit union's limited resources.

6.
Objectives must be understandable.  Most objectives must be read and used by many people in the credit union.  In order to avoid wasted effort and to develop maximum motivation towards achieving results -- make sure the objective statement used phrases and references everyone can understand.

7.
An objective should be realistic and attainable, but still represent a significant challenge.  A realistic objective is one that has only an 80 or 90% chance of success unless everything works perfectly.

An objective that is well beyond reach will create defeatist attitudes.  And an objective that can be accomplished with little or no additional effort fails to motivate effectively.

8.
An objective should be agreed to by all parties.  People support those things they help create.  The point -- maximum involvement in the objective determination process will help bring about maximum commitment.  The motivation of the responsible manager or group to achieve the results will be greater if the objective has maximum support.

Objectives
Definition:

A long-term estimate of a very important future result that you believe:



a.
You can and should accomplish



b.
Through your own efforts



c.
That you are willing and able to pay for
Importance In Planning:

Provides long-range corporate direction and continuity while allowing flexibility of lower level divisions to set and adjust strategies as needed.

Criteria For Judging Objectives:


•
Suitable - right direction


•
Feasible - can it be done


•
Acceptable


•
Valuable - worth the price, best buy


•
Measurable


•
Flexible


•
Firm determination

Types of Objectives:


1.  Mission:  What business do we want to be in?

2. Primary:  Growth

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

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

         ã                            ã                                ã

         _                            _                                _

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)



Action Plans
The Action Plan is a programming out of the specific action steps leading to goal completion or achievement.  It can be modified at any time to insure a better end result.  The essential elements of the Action Plan are:


a)  the development of specific action steps leading to goal achievement


b)
the assignment of specific responsibility and accountability for each action step to a specific individual, and


c)
determination of deadlines or target dates for completion of each action step.

When all of the action steps have been completed, the goal, as defined, will have been achieved.

The overall responsibility and accountability for the achievement of the goals and action plans rest with the chief executive officer.  However, the assignment of specific responsibilities for segments or steps of the Action Plan allows everyone concerned to know who has been delegated or assigned specific responsibilities.  The person responsible is not necessarily the one doing all of the work, but is the one responsible for achieving the outcome defined in the action step.  This person must deal with any unexpected problems or obstacles, either personally or through recourse to higher authority to make sure that flow of action is unimpeded towards goal achievement.  The deadlines help insure a steady flow of sequential action necessary for the goal to be accomplished by the assigned date.

The Control column is probably most important, since follow-up is so often overlooked.  As each action is completed, record the date to indicate that this item has been completely carried out.  The blank spaces than serve as a constant reminder for the board, chief executive officer, or person responsible for those things still pending.  This allows for continuous update and follow-up.  It is only necessary to make a copy of the master sheet to have an instant progress report on the particular goal in question.

A plan is often out of date the moment it is completed.  Thus, it is necessary to continually revise the details of an Action Plan.  The date can be advanced or moved back; the person responsible can be changed with someone more appropriate or who has more time; a particular action step can be eliminated or can be divided down into further detail.

The planning, implementation and evaluation cycle never stops, and this is the key to insuring that an organization is on top of the challenge of a continuously changing environment.
Sample Action Plan Formats
Goal
Action Steps
Person

Responsible
Deadline
Control

(check as finished)

1.
Develop and make XYZ program available to credit unions
a)
Research similar programs in other states, other organizations
Nancy

Green
6/30/9X



b)
Develop draft program with recom-

mendations for implementation
Nancy

Green
8/15/9X



c)
Review and action by management
Paul

Mann
8/30/9X



d)
Action by Board of Directors
John

Smith
9/15/9X



e)
Offer ready-to-use XYZ program to credit unions
Judy

Pearson
10/15/9X


2.
Carry out an annual planning and evaluation cycle to include a yearly planning session and quarterly review
a)
Prepare a quarterly report on progress towards established goals (exception-type)
Manager
Two weeks before quarterly meeting



b)
Review quarterly progress report, make any necessary modifications in goals and action plans, and take any action to insure appropriate continued progress
President
Each quarterly meeting



c)
Hold an annual board/staff planning exercise
Manager
Annually


Suggested Timetable for Project
By End of August:
A meeting with the Board of Directors and/or your supervisor to report on the school and describe the "project."

By End of the Year:
Discussion with members of your leadership team to prepare the MISSION statement.  Complete the INTERNAL AND EXTERNAL ANALYSIS and set your OBJECTIVES for the coming years.

By End of January:
Review current POLICIES related to your proposed objectives.

By End of February:
Develop your STRATEGIES/PROGRAMS dedicated to achieving the results specified in the objectives.

By End of March:
Complete your ACTION PLANS and your COST/BENEFIT ANALYSIS for each objective.

By May 1:



Review the entire "project with an eye towards IMPLEMENTATION.







Prepare your material and send it to your credit union league Education Director.

By End of June:

Study your "project" and plan your presentation for the third-year seminar.

SHORT-TERM GOALS

(Include precise statement of (1) goals, (2) key decisions, (3) limitations, (4) policy modifications required, (5) cost/benefit analysis, and (6) action plan.)

Short-Term Goals (continued)

Short-Term Goals (continued)

PROJECTED BALANCE SHEET

(Include statement of projected year-end financial statement)

PROJECTED INCOME STATEMENT

(Include statement of projected year-end income and expense statement)

LONG-TERM OBJECTIVES

(Refer back to short-term goals)

Long-Term Objectives (continued)

Long-Term Objectives (continued)

Projections:

Prepare graphs that forecast assets, number of members, shares, loans and income, and expenses for a five year time horizon.  Each forecast should be an extrapolation of the data from the second year project adjusted for changing conditions.  Identify any changes (e.g., sponsor layoffs, expanded field of membership) that influence your forecasts.

ASSETS
































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































NUMBER OF MEMBERS
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LOANS TO MEMBERS (Dollar Amounts)

































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































INCOME AND EXPENSE
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APPENDIX A

OBJECTIVES

DEFINITION:


A long-term estimate of a very important future result that you believe:


•
You can and should accomplish


•
Through your own efforts


•
That you are willing and able to pay for
IMPORTANCE IN PLANNING:

Provides long-range corporate direction and continuity while allowing flexibility of lower level functions to set and adjust strategies as needed.

CRITERIA FOR JUDGING OBJECTIVES:


•
Suitable - right direction


•
Feasible - can it be done


•
Acceptable


•
Valuable - worth the price, best buy


•
Measurable


•
Flexible


•
Firm Determination

TYPES OF OBJECTIVES:


1.
Mission:  What business do we want to be in?


2.
Primary:  Financial and Performance Objectives




•
Sales




•
ROI




•
Return on Sales




•
Return on Assets




•
Growth Rates




•
Innovation




•
Uniqueness




•
Productivity


3.
Secondary:  Operational and functional objectives
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BASIC POLICIES

DEFINITION:

An internally consistent set of understanding which guide and channel the thinking, decisions and actions of management toward the achievement of primary organization objectives.  The ultimate authority for policies resides in the CEO and the Board of Directors.

Overall corporate policy evolves and grows as the organization makes various day-to-day decisions and as it responds to uncertainty and change.

Overall corporate policy must meet all four of the following criteria:


1.
They are important to the organization - They need to be defined to assist the organization to achieve its desired purpose.


2.
Policies deal with matters that cut across all functions.


3.
They reflect the values and philosophies of the organization's key people:  the members, directors, and managers.


4.
They provide policy guidance and direction to more specific operating decisions or strategies in the three major categories of:




•
Programs and Services




•
Financial and Material Resources




•
Organizational and Individual Relationships

CHARACTERISTICS:


1.
General:  Our major concern is with policies which affect the decisions made in strategic planning.  Not concerned with day-to-day operating policies and procedures, unless they are so critical as to have a significant impact on the planning effort.


2.
Policies that restrict:  Many policies prohibit certain direction, strategies or actions in planning, e.g.:




•
We will not sell to the government




•
We will not accept cigarette advertising




•
We will not enter the international market




•
We will not sell directly to the consumer




•
We will not sell product for private label
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3.
Policies that limit:  Many policies establish outside limits for executives in planning, e.g.:




•
Debt/equity not to exceed .5/1.0




•
Government business not to reflect more than 20% of sales




•
Current ratio not to exceed 1.1




•
Any acquisition must yield 15% B/T ROI

Wherever possible, these policies should be quantified to provide clear-cut parameters and permit better administration and control, e.g., "Debt/Equity of .5/1.0" rather than "No excessive debt", "Not more than 50% of our business from any one customer" rather than "No one customer should dominate our market."


4.
Policies that guide:  Many policies provide guidance to executives in planning, e.g.:

•
Product development will stress product with high labor content.




•
Expansion strategies will emphasize high technology market areas.




•
Growth will be achieved primarily through existing product and market rather than acquisition.




•
Growth will be directed toward diversification.

POLICY AREAS:

Policies can be developed or may exist in any of the three areas of:  

(1) Programs and Services, (2) Financial and Material Resources, and (3) Organizational and Individual Relationships.

IMPORTANCE IN PLANNING:


A well-structured written set of policies will:


1.
Help sharpen and better define your mission.


2.
Avoid the need for making the same decision over and over again.


3.
Insure that strategic efforts are not being wasted in areas not acceptable to organization management.


4.
Provides measurable parameters for certain critical performance areas, which cannot be exceeded without triggering a managerial response.


5.
Provides coordination and consistency of corporate level intentions across operating functions.
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POLICY AREAS
PRODUCTS AND MARKETS:


•
What Marketplace Policies?


•
What Product Policies?


•
What Product/Market Mix?


•
What Approaches to Competition?

FINANCIAL AND MATERIAL RESOURCES:


•
What Capital Needs?


•
What Sources of Capital?


•
What Internal Financial Practices?


•
What Physical Resource Policies?

ORGANIZATIONAL AND INDIVIDUAL RELATIONSHIPS:


•
How Should We Be Organized?


•
What Approaches Toward External Relations?


•
What Managerial Style/Organization Climate?


•
Human Resource Utilization?
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ORGANIZATION STRATEGY

DEFINITION:

A strategy is an internally consistent set of STRATEGIC DECISIONS.  Thus, a strategy is rarely made "all at once" . . . it evolves and grows as the organization makes various day-to-day decisions and as it responds to uncertainty and change in striving to attain long-term objectives.

A strategic decision can be any choice of alternatives that meets the following criteria:


1.
It is important to the organization - It needs to be made and implemented for the organization to achieve its desired objectives.


2.
It cuts across all major functions, as well as the major product lines of the organization.


3.
It reflects the values and philosophies of the organization's key people:  The members, directors, and managers.


4.
It provides consistent strategic directions at the organizational level in making more specific operating decisions at the functional levels.  Examples of strategic decision include mission, objectives, policies and programs.

IMPORTANCE IN PLANNING:

A strategy defines how an organization will relate to its market/customers and its competitors, and with what resources, while achieving its long-term objectives.
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GOALS

DEFINITION:

Derived from strategy, expressed in quantifiable terms and defined against time.  A goal is that portion of the quantified functional objectives that the organization expects to achieve within 12 months.  Proposals should include preliminary figures.

CHARACTERISTICS OF A MEASURABLE GOAL:


1.
Written in terms of desired results or outcomes.


2.
Has a specific time framework 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.


Example:




Increase membership from 2800 to 3400 by December 31, 199X




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











for judging 











success










5.  understandable




4.  realistic (judged by mentally comparing the understanding of the 
goal with the day-to-day realities of the organization)
EXAMPLE
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UPDATE OF SECOND YEAR PROJECT

Nineteen ninety-- was a year of apprehension for the management of our credit union.  This feeling is continuing to prevail, perhaps in a lesser degree, into 199X and will most likely continue until some sign of stability emerges.  The "culprit" causing much of the unrest is a law passed by the voters of Massachusetts, Proposition 2½.  Having the nickname "Taxachusetts" incited a group of taxpayers to originate and have passed legislation directed towards reducing taxes.  It confronts our primary tax, the property tax.  In very simple terms, the law mandates a reduction in the property tax to a specific level and limits future tax increases.  With the rollback in the property tax came a reduction in revenues for the cities and towns.  The domino effect results in a reduction in municipal services, especially in the school departments.  The school personnel are our field of membership and many have experienced the hard times of being unemployed.  Thus far, its effect on our membership has been minimal.

During 199X our assets increased by 7%, down from the 15% increase of 199X.  After reading of the declines that other financial institutions experienced and considering the economic times, we should probably consider ourselves fortunate to have an increase.

Shares showed a 4% increase, down from 199X increase of 14%.  This smaller increase can be attributed primarily to the double digit effects of inflation and the fact that salary increases haven't come close to keeping up.  To a lesser degree Proposition 2½ and a more investment-conscious (looking for the highest return) clientele could add to the small increase.  We held an edge on the dividend rate until mid 199X by paying 7% on our share accounts.  Presently most of our competing credit unions are paying the same and some are now paying 8%.  (*To remain competitive the board recently voted to pay 8% for the first quarter of 199X.)  Money funds and the other various alternatives which are being offered.  We do offer the $10,000 -- six-month certificate, mainly to retain funds which would have been withdrawn.  We were able to get two additional school systems on payroll deduction.  The All Savers Certificate has not proven to be an attraction for any significant amount of new money.  Dividends paid out for 199X increased 20%.  In 199X we had a 17% increase.

The experience (God bless hindsight) gained during the past couple of years enabled us to control our lending.  Policies still need to be established and others strengthened to enable an even better control so that occasional "shut downs" on lending can be eliminated.  Fortunately, the economic times have been understood by our membership and they have been very tolerant.  The number of loans processed increased by 14%, with a 23% increase in actual dollar value.  Our loan rates have been competitive, perhaps even a little nuder most of our competition.  One reason for our increase in membership, which will be discussed later, has been the availability of loans at favorable market rates.  The year has not been, and still isn't, what we would call typical of past experiences.  The traditional calendar "crests and troughs" of loan transactions has not been consistent with previous years.  As a matter of fact, demand has matched or exceeded available funds almost every month.

EXAMPLE
















APPENDIX E
With the uncertainty which Proposition 2½ holds concerning employment and continued employment, an 8% increase in membership should be considered good.  A major portion of the increase can be contributed to the availability of loans at favorable rates.  In looking at the increase, the scope of our operation must be reviewed.  We are very low key -- a telephone number and a post office box number.  An assessment of the needs of our membership should be made sometime in the immediate future.  Also, communications with our membership and potential membership must be improved through better lines of advertising.  Our membership is spread over a large geographic area making any advertising, except by direct mail, nearly impossible.

Some of the significant actions taken by our board this year includes:

1.
A motion to create a budget committee was defeated.  This was the first time any consideration had been given to establishing a budget.  The proposal was a result of the second year school project.  A second motion to study the feasibility of operating on a budget was passed and a committee was established.  To date, the committee has not reported back to the board.

2.
The loan limit for secured loans was raised to $10,000.  The increased cost of automobiles was the reason for this change.

3.
The method of paying dividends was changed.  Instead of computing quarterly, the dividend will be computed monthly and reported quarterly.

4.
It was discovered that the credit union did not own a typewriter and had been using a borrowed one.  An office equipment committee was appointed and a typewriter was selected and purchased.  This committee will bring future equipment recommendations to the board.

5.
It was ascertained that our field of membership includes 143 schools spread over 27 towns.  The board feels that in an attempt to improve our public relations that a staff member should visit the various schools on a regular basis.  No details have been established for the logistics of such a project.

6.
Loan rates were changed and after much discussion loan policies were updated, added to, or reaffirmed.  (See attached sheet.)

7. The board voted to offer All Savers Certificates and Individual Retirement Accounts.
EXAMPLE
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SHORT TERM GOAL #2

INCREASE OUR DAILY INTEREST ACCOUNT
From 8 million dollars to 13 million dollars by year end, while maintaining our regular share base and decreasing our other certificate programs ($38 million) by no more than 10%.  This would require approximately 1.2 million dollars worth of "New" money to be deposited.

KEY DECISIONS:

Marketing is the key to achieving this goal.  To prevent disintermediation of funds from certificate programs, we have decided to simultaneously market a quarter percent bonus (.0025) on all C.D.'s for the next six months.

LIMITATIONS:

1)
Rates:  If rates go down during the promotional period, it could greatly limit our success.








2)
Competition from bank "Sweep" accounts could compete directly with our program.

POLICY MODIFICATION:  None

ACTION STEPS:


Step #


1)
Develop quarterly statement stuffers to be mailed 3/31, 6/30, and 9/30, explaining The Daily Interest Account.







2)
Special mailing advertising ¼% bonus to be developed and mailed.







3)
Special Daily Interest account ads in the local newspapers.







4)
Solicit Mr. Lou Brock, former St. Louis Cardinal to act as the credit union representative for print and TV marketing.







5)
Schedule TV spots for early to mid-fall.







6)
Meetings with new accounts representatives to discuss cross selling of the Daily Interest Account.

PERSONS RESPONSIBLE FOR









Step 1 - Marketing and Communications Manager









Step 2 - Marketing and Communications Manager









Step 3 - Marketing and Communications Manager









Step 4 - Marketing and Communications Manager









Step 5 - Marketing and Communications Manager









Step 6 - Marketing and Communications Manager

ACTION STEPS


Dec.
Jan.
Feb.
Mar.
Apr.
May
June
July
Aug.
Sept.
Oct.
Nov.
Dec.

1


X
X










2


X

X

X

X

X



3








X
X
X



4





X
X







5






X
X
X





6
X
X
X











EXAMPLE
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GOAL BENEFIT ANALYSIS GOAL #2
BENEFITS EXPECTED:


1)
Gives highest return to member with the greatest amount of liquidity.


2)
Great income produced for credit union.

RESOURCES REQUIRED:


1)
A well trained new accounts staff


2)
A competitive overnight investment vehicle


3)
Strong management control of investments

ESTIMATE OF COSTS:  (Projected through year end)




Marketing











$ 50,000




Cost of Funds $5,000,000 @ approx. 11%




 320,000



















 370,800




Income from Inv. $5,000,000 @ approx. 13.5




 393,750






Net Income Sub Total







  22,950




Internal Costs Estimate









    5,600



Net Income










             $ 17,350

The additional 5 million dollars generated by goal #2 would provide an additional $17,350 in net income in the next 7 months.  The total ($13 million) "Daily Interest Fund" balances could generate $135,000 net income by year end.

EXAMPLE
















APPENDIX E

PROJECTED BALANCE SHEET

for December 199X








ASSETS







Loans to Members




2,956,000








Cash









 10,000








Change Fund






 
1,000








Investments






  25,000








Prepaid & Deferred Expenses


    9,000








Furniture & Fixtures



  
 22,000








Premium Stabilization




   17,000








Total Assets




3,265,000







LIABILITIES







Accounts Payable




   
17,000








Accrued Liabilities



  
  4,000








Deferred Income





      -0-








Shares







3,088,000








Regular Reserve





   98,000








Reserve for Contingencies



   52,000








Undivided Earnings




    6,000








Total Liabilities




3,265,000
EXAMPLE
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PROJECTED INCOME STATEMENT

For December 199X







OPERATING INCOME:








Interest on Loans








334,000








Income from Investment






 30,000








Miscellaneous Income







  5,000








Total









369,000







OPERATING EXPENSES:








Compensation









 39,700








Benefits










 8,200








Travel









  
4,500








Association Dues








  2,500








Office Occupancy







  3,000








Office Operations








 18,000








Educational









  3,500








Loan Servicing








  2,400








Professional Services





 

15,000








Provision for Loan Loss






 18,000








Member Insurance







 46,000








Federal Supervision







  2,200








Case Over & Short






 
   -0-








Interest on Borrowed Money





 20,000








Annual Meeting








  3,500








Miscellaneous







 

 1,500








Dividends









173,000








Total









361,000







NET INCOME








8,000

sample goes here

EXAMPLE
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LONG-TERM OBJECTIVES
OBJECTIVE:

Change Charter from Industrial to Community

LIMITATIONS:
1.
Member Acceptance








2.
Board Acceptance








3.
Sponsor Approval








4.
Community Acceptance








5.
Location of Office








6.
NCUA Approval








7.
Cost

POLICY MODIFICATION REQUIRED:  New Policies to be Established in Regard to 










     Office Procedures and Security.

ACTION STEPS:
1.
Contact Local Companies for their Commitment








2.
Cost Analysis of Office of Sponsor Premises








3.
Get Approval from Board and Sponsor








4.
File for Change of Charter with NCUA

KEY DECISION:  Board Decision

ACTION STEPS:
1.
Inform Members








2.
Set Up Office








3.
Test Equipment & Train Staff








4.
Advertise in Local Media








5.
Open Doors to Public

OBJECTIVE:

Establish Net Pay Program

LIMITATIONS:
1.
Board Approval








2.
Sponsor Approval








3.
Member Acceptance








4.
Payroll Department

POLICY MODIFICATIONS REQUIRED:  None

EXAMPLE
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ACTION STEPS:
1.
Get Sponsor Approval








2.
Discuss with Payroll Department to Locate Possible Problem Areas








3.
Select a Test Group of Members

KEY DECISION:
Board Decision

ACTION STEPS:
1.
Inform members of Test Group








2.
Evaluate Payroll for Test Group








3.
Expand Test Group








4.
Evaluate








5.
Open to Whole Membership

OBJECTIVE:

Establish a VISA Card Program

LIMITATIONS:
1.
Member Acceptance








2.
Board Approval








3.
Competition








4.
Cost

POLICY MODIFICATION REQUIRED:  Set up a Special VISA Reserve

KEY DECISION:
Board Decision

ACTION STEPS:
1.
Obtain Assistance in Planning a Program








2.
Take a Member Survey to find Out Interest in the Program








3.
Analyze Results








4.
Prepare a Pilot Program








5.
Train Staff








6.
Analyze Results








7.
Prepare a Mailing to Members








8.
Analyze Results








9.
Keep Board Informed of Progress

EXAMPLE
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PROJECTIONS THRU 199X

Assets
Members
Shares
Loans
Income/Expense

199X
3,265,000
2,800
3,088,000
2,956,000
369,000/361,000

199X
3,600,000
3,050
3,380,000
3,360,000
380,000/372,700

199X
4,000,000
3,300
3,755,000
3,540,000
430,000/410,500

199X
4,500,000
3,500
4,255,000
3,980,000
482,500/460,600

199X
5,100,000
3,750
4,785,000
4,510,000
546,400/521,600

1
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