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Program Introduction

• Program Overview and 
Agenda

• Approach and Expectations



Session 1 – Sunday, October 20
9:00 am – 12:00pm

What is? Your Board Leadership Role in Context

• Program Introduction and Expectations – A Systems Approach
• Key Business Challenges and Opportunities (Survey Results)
• The Role of a Corporation in Society: What is the Purpose?
• The Role of a Board in a Credit Union: What is the Purpose?
• Broad Global Economic Trends



Session 2 – Monday, October 21
8:30am – 1:00pm

What If? The Big Picture Outside View

• Broad Global and US Socio-Economic Trends
• Business Model Transformation: Industry Innovators and Disruptors:
• Apple Case Study
• Implications for Credit Unions: Vision for the Future?



Session 3 – Wednesday, October 23
8:30am – 1:00pm

What Now? Elevating Your Leadership

• Transforming Your Credit Unions: Tipping Point Leadership
• 21st Century Leadership: New Requirements



Program Introduction

Participant Introductions 
• Name/CU/Asset 

Size/Role/Tenure/Ctes
• Insight or surprise since 

landed in Italy



An Intro to Systems Thinking: In Pictures

• https://www.youtube.com/watch?v=gXgeqBq93vI&t=8s

https://www.youtube.com/watch?v=gXgeqBq93vI&t=8s


Interconnectedness



Synthesis
• Synthesis refers to the 

combining of two or more 
things to create something 
new.

• When it comes to systems 
thinking, the goal is 
synthesis, as opposed to 
analysis, which is the 
dissection of complexity into 
manageable components 



Emergence

There is nothing in a caterpillar that tells you it will be a butterfly 



A Systems View

• “All things appear and disappear because of the concurrence of 
causes and conditions. Nothing ever exists entirely alone; everything is 
in relation to everything else.”

– The Buddha

• “For every complex problem there is an answer that is clear, simple, 
and wrong.”

– H.L. Mencken



Credit Union Survey: Top Issues

CUES 2018
• Growth
• Cybersecurity
• Talent
• Technology

Filene 2018
• Consolidation
• Payments
• Technology
• Lending
• Regulation



Your Top Issues: Greatest Challenges
(12 responses) 

Growth and Profitability (8)
• Increasing average age of current members/need to attract younger members
• Serving the gig economy
• Pending lending slowdown
• Maintaining relevance

Competition (5)
• Non-traditional, innovators (Amazon, Google, Apple, Visa, Walmart)
• Big banks with big resources

Cyber/data security (5)

Technology (3)



Your Top Issues: Greatest Opportunities 
Improving member experience (11)

• Member first value proposition
• Using technology (also to lowers costs)
• Human touch differentiator

Growing membership (10)
• Increasing core membership 
• Attracting millennials
• Defections from banks
• Capitalizing on wealth transfer

Mergers (2)



Your Top Issues: What Keeps You Up at Night 

Cyber/data security (7)

External Uncertainties (5)
• Interest rate volatility 
• Recession risk
• Gov’t gridlock
• Black Swan event

Talent retention (3)



Credit Unions Today

• 5,625 credit unions in USA
• 120 Million Members
• Ave Size $263Million Assets
• 308 credit unions over $1B (Navy Fed $103B)
• $1.5 Trillion total Assets
• Account for 9% of Deposits
• Account for 25% of auto loans



Increasing Consolidation (declining 150-250 /yr)



Increasing Average Asset Growth



Steady Growth in Assets



Banking and Credit Unions – Similar paths

• In 2013, analysts at the St. Louis Fed showed that, since 1998 - the 
banking and credit union industries have experienced remarkably 
similar trends:

The number of banks 
has decreased 30%, 
while total assets have 
increased 140%. 

The number of credit unions 
has decreased 36%, while 
total assets have increased
160%.



The Role of a Credit Union and Board

• What role does a credit union serve in society?

• What is the purpose and role of a board in a credit union?

• How have the requirements of a board member changed over the 
past 5 years? 10 years?

• How much time do you spend on “strategic” vs. “tactical” matters?



Board Governance Process

• Processes of choice-making among courses of action based on and 
grounded in a shared sense of mission, vision, and purpose;

• Include the functions of setting strategic direction and priorities; 
developing and allocating resources; 

• Adopting and applying rules of inter-unit engagement and relationship; 

• Implementing an ongoing system of quality assurance that operates across 
all of the constituent organization.



A Strong Board…Strategic Role

• Takes the long view – Considers Future Impact
• Defines the “outside” for the “inside”
• Oversees Big Trends
• Maintains Relevance to Mission
• Takes the lead in Finance Discussions
• Takes the lead in Strategy Discussions
• Takes the lead in Talent Discussions
• Supports the CEO



Board Role

The board of directors has a dual mandate: 

• Advisory: consult with management regarding strategic and 
operational direction of the company. 

• Oversight: monitor company performance and reduce agency 
costs.  Effective boards satisfy both functions.

The responsibilities of the board are separate and distinct from those       
of management. The board does not manage the company.



Selected advisory and oversight 
responsibilities

• Approve the corporate strategy 
• Test business model and identify key performance measures 
• Identify risk areas and oversee risk management 
• Plan for and select new executives 
• Design executive compensation packages 
• Ensure the integrity of published financial statements 
• Approve major asset purchases 
• Protect company assets and reputation 
• Represent the interest of shareholders 
• Ensure the company complies with laws and codes



The Role of a Corporation 

• What is the purpose of a corporation?

• What is the role in todays world?

• Is it different than 5 years ago? 10 years ago?

“It’s the Society Stupid”



The Role of a Corporation

78% of millennials recommend a company to their peers based on the 
company’s involvement with society. 

WSJ



Meeting Stakeholder Expectations

• Managing stakeholder expectations is an increasingly greater 
focus of leaders and requires more time and energy 

• Larry Fink, CEO of $6T asset investment fund Blackrock recently 
set a letter to CEOs around the world, declaring: 

”Every company must not only deliver financial performance, 
but also show how it makes a positive contribution to society. 
Companies must benefit all of their stakeholders, including 
shareholders, employees, customers and the communities in 
which they operate.”



Demand for Social Responsibility



Business Roundtable Statement

Recently (8/19) changed its statement of “the purpose of a 
corporation”, representing a major philosophical shift.

• From based solely on increasing shareholder value to include “all 
stakeholders”, that is employees, customers, suppliers, shareholders, 
communities and society writ large.

• “We commit to deliver value to all of them, for the future success of 
our companies, our communities and our country”



Business Roundtable Statement

• What is your view of this change? What is the danger of moving away 
from the single focus on creating shareholder value?

• Does attempting to satisfy multiple stakeholder objectives risk conflict 
with each other? How?

• What impact does this have on public policy? Does it change the 
respective roles of government and corporations?



Top Performing Companies 2018:Drucker Institute

5 CRITERIA

1. Financial Strength
2. Customer Satisfaction
3. Employee Engagement
4. Innovation
5. Social Responsibility



Top Performing Companies in 2018

1. Apple
2. Amazon
3. Microsoft
4. Nvidia
5. Intel
6. Alphabet
7. Accenture
8. J&J
9. P&G
10. IBM



Implications for Financial Services

• Financial institutions that don’t adapt are at risk of being relegated to 
highly regulated, low margin and growth providers of commodity 
services. 

• Disintermediation is a serious threat in financial services, with best-in-
class start-ups and giant technology companies looking to siphon off 
profits from traditional banking services. 

Goldman Sachs



Session 2 – Monday, October 21
8:30am – 1:00pm

What If? The Big Picture Outside View

• Broad Global and US Socio-Economic Trends
• Business Model Transformation: Industry Innovators and Disruptors:
• Apple Case Study
• Implications for Credit Unions: Vision for the Future?



Big Picture Global Economic Trends

• Downside risks dominate
• Global growth soft
• Global trade sluggish
• Investment and consumer demand subdued
• Trade and technology tensions 
• Muted Inflation 
• Uncertainty of energy supply and prices (Saudi attack)
• Risk aversion 
• Constrained monetary policy to counter downturns



Declining Global Growth Outlook in Near Term



Big Picture US Economic Trends
• Longest economic expansion in US history (since 2008)
• Unemployment at 50 year low (3.5%)
• Consumer spending growing at healthy clip (up 4% in 2019 over 2018)
• Service sector holding steady
• Reduced corporate tax rate (35% to 20%); Major share buybacks
• Cutting back on Federal regulations across all industry sectors



Big Picture US Economic Trends

• Declining US GDP growth
• Manufacturing sector softening
• Federal Deficit tops $1Trillion!
• Inverted yield curve
• Outsized influence of Big Tech on economy (Apple, Amazon, Microsoft 

and Facebook combined for 20% of S&P 500 in 2018)

Signs of recession on the horizon?



Declining US Growth Outlook in the Near 
Term



FED Forecast – GDP Growth Rate



Increasing Federal Deficit:  TOPS $1Trillion



Alarm Bells Sounding

• “The world economy hasn’t been this brittle during my 40-yr career”

• “I see a 50% chance of a U.S. recession before 2021”

• “Negative long-term interest rates in major industrial nations could 
create a “black hole” where both economic growth and inflation stay 
very low”

Lawrence Summers, Harvard Economist



The World is Pulling Down the US Economy

• Good Old Days…U.S. led, everyone else followed

• Now…the relationship is flipped; WHY?
• World’s share of GDP has grown (China)
• Trade a larger share of US output (oil and gas exports)
• Global integrated capital markets (foreign central banks easing)
• Tariff pain coming back
• Uncertainty of global value chains (US & German auto; China tightening 

borrowing)



Breakout Groups – Economic Trends

• What do the prognosticators and the various research reports point 
to as the most important economic trends, global and US, over the 
next 2-3 years?

• How consistent are these views? Where is there divergence?

• What do you think? What are the 3-5 key insights?

• What are the implications for the financial services industry? Credit 
Unions?



Socio-Political-Economic Trends:
Four Major Clusters

1. Global Political 
2. US Socio-Political 
3. Technology and Data 
4. Socio-Demographic 



Cluster 1: Global Political Trends

• Globalization under attack: Rise of nationalism
• Immigration under attack globally
• Increase in protectionism: Redefining global trade
• US and China trade tensions
• Changes to long-standing trade agreements (EU,NAFTA, TPP)
• Tariff Wars: Who’s bearing the brunt?
• Politicization of economic issues
• Rogue States Cyber threats (N Korea, Russia, China, Iran)
• Brexit Uncertainty
• Climate Change: Activism and policy



Political Impact on Economy

“Never in my 25 years of doing this has so much 
seemingly revolved around what will happen from a 
political perspective each and every day”

Brent Schutte, Chief Investment Strategist, Northwestern Mutual Wealth         
Management



Cluster 2: U.S. Socio-Political Trends

• Eroding confidence and trust in our institutions and their 
leadership (gov’t, business, church, universities, etc.) *
• Erosion of civility and political norms in governing
• Increasing unpredictability of our political leadership at all 

levels
• Increasing polarization of society: Increase in tribalism
• Increasing optimism and trust in local organizations *



Localization of Optimism and Trust 
• People are much more optimistic about local institutions and gov’t, 

than at the national level
• 80% of Americans considered their own town and neighborhood to 

be an “excellent or good” place to live, and 70% said they trusted 
people there
• Tension between national and local level action
• Example – After Trump withdrew from Paris Climate Accord, more 

than 400 Mayors, representing most of the country, claimed they 
would still adhere to it



Cluster 3: Technology and Data Trends

• Big Data is King! 
• Big Tech Backlash (Facebook, Google)
• Big Gov’t vs. Big Tech 
• Threat to Data Security *
• Rise of Mobile Everything!*
• Rise of Fintechs
• Customer Remains King!
• A Human Touch Matters
• Social Media Rules - how we conduct our lives – personal and 

business 



Impact of Mobile Dependency

Smartphones have already replaced computers as the day-to-day portal 
to the Internet for majority of population, especially for:

• Younger adults
• Low-income 
• Low education
• Non-whites



Using Data Effectively
Data is everywhere
It allows firms to learn more about their customers, markets, and internal 
needs—ultimately gaining insight and competitive advantage

Making sense of data, though, is challenging, especially when the volume 
is overwhelming
• Each year, the amount of data produced doubles
• By 2025, the amount of data created, copied, and transferred every year is 

expected to reach nearly 180 zettabytes (that’s 180 followed by 21 zeros)—
a staggering 90 times more than the two zettabytes produced in 2013
• The McKinsey Global Institute estimates that businesses currently capture 

only one-third of data’s potential value



Cybersecurity

• According to insurance industry estimates, cybercrime costs global 
business about $1 trillion annually, triple the worldwide damage from 
natural disasters last year. At a company level, each data breach costs 
about $4 million on average.
• Particularly troubling is the damage to an essential element of 

companies’ long-term growth strategies: customer trust. In today’s 
hypercompetitive, data-driven economy, companies are trying to 
forge strong ties and offer personalized products and 
services. Customers won’t share the personal information needed to 
make this work if they don’t trust companies to keep it safe.

http://businessrealities.eiu.com/in-brief-supply-chain-management/
http://businessrealities.eiu.com/in-brief-shifting-customer-demands/


Recent Data Breaches
• Yahoo
• Equifax
• Anthem
• JP Morgan
• Marriott
• Capital One
• Numerous financial institutions, local governments and health care 

businesses frequent targets

Increasing state sponsored cyber crime – Russia, China, Iran, North Korea



Cluster 4: Socio-Demographic Trends
• Tight labor market: Lowest unemployment rate in 30 years
• Wages increasing at modest pace
• Wage stagnation in real terms
• Increasing wealth gap * 
• Demographic changes: Millennials overtaking Boomers *
• Rise of cities: population shifting
• Two tail workforce – the young and the old *
• Erosion of job security – new social contract
• Rise of the “gig economy” (1099 work force) and virtual workforce
• Decreasing employee engagement *
• Erosion of safety net (pensions and social security)
• Rise of multi-generational family arrangements



Increasing Wealth Gap

• Since 2003, top 1% have doubled wealth, while bottom 50% have 
32% less, adjusted for inflation.

• Top 1% have 85% wealth in financial assets, while bottom 50% have 
most all wealth in family home.

• Since 2009, home prices have increased 41%, while income has 
grown 8%.



Increasing Savings

Americans saving more of incomes as economy’s expansion has 
progressed, in contrast to past cycles.

Why?

It is mostly all attributable to high earners



The Millennial Challenge

• Double hit: Soaring student debt and housing costs
• College tuition soared 1,375% since 1978 (4X inflation rate)
• Student loan debt quadrupled since 2005, to $1.5T
• 4 in 10 recent college grads in jobs that don’t require degrees
• Median rent has increased 20% faster than inflation (1990-2016)
• Home prices are 4X median US income, compared to  3X from 1980-

2000
• Home ownership for Millennials 38% in 2017, 7% lower than Gen X 

and Baby Boomers at same age



Talent Management

Gallup data reveal that only 18% of employees are engaged at work –
and this percentage has not improved since it was first measured in 
2000.



Exercise – Cluster Learning Teams (30 min)

Select one of 4 Cluster Trend Topics:
1. Global Political 
2. US Socio-Political 
3. Technology and Data 
4. Socio-Demographic 

What are the most important trends, current, and over the next 2-3 years?

What are your 3-5 key insights?

What are the implications for the financial services industry? Credit Unions?



Session 3 – Wednesday, October 23
8:30am – 1:00pm

What Now? Elevating Your Leadership

• Business Model Transformation: Industry Innovators and Disruptors:
• Apple Case Study
• Transforming Your Credit Unions: Tipping Point Leadership
• 21st Century Leadership: New Requirements



Innovator Case Study: Uber

• Technology company – Use Big Data to create new market space
• Disrupt long established industry – Taxi and Limo services
• Create new demand – alternative to driving private vehicle
• Value Prop – “faster, better, cheaper”
• Ease of use, easy payment process, reliable, friendly drivers, clean 

cars
• Expand to food delivery, autonomous cars… what’s next?



Innovator Case Study: Netflix

• Adapted to external changes in the environment - changes in 
technology and consumer demands 

• Totally re-invented business from: mail order DVDs, subscription 
service for movies, widespread streaming service, platform for 
established content providers (NBC, HBO), original content producer, 
Oscar and Emmy winner



Innovator Case Study: Capital One

• Evolving Business Model as grow
• Original Fintech- Big Data pioneer: “ a tech company that does 

banking”
• Precision underwriting and marketing of credit cards (fifth largest)
• Enter Banking – virtual, brick and mortar
• Maintain leadership in technology 
• Acquisitions of startups in gamifying personal finance and budgeting
• Relationship and service focus – Capital One Cafes



Cautions: Attack of Big Tech

• Facebook – Libra digital currency (crypto)

• Apple Card

• Amazon – Exploring hybrid checking-account like product



Other Innovators

• Progressive Insurance – Competitive quotes, claim settlement process

• Southwest Airlines – Low price and excellent service, ease of use, 
transparent, FUN

• Vanguard – Low cost, personalized service



Innovator Case Study: Apple

• Serial Innovation – “The next BIG thing”
• Created demand
• Mac, iPhone, iTunes, iPod, iWatch, Apple Card
• Product Cannibalization
• Design, simplicity, transparency

Apple has the potential to disrupt financial services with the same 
effect that Walmart had on retailers, Home Depot had on hardware 
stores, and the Internet had on travel agents. 



Trends to Action

Big Picture Trends

Most Important Trends

Implications for Your Credit Union

ACTIONS 



Exercise:  Trends to Action

• Individual (2 min) – write one action that your credit union must take 
in the next year as a result of the trend analysis exercise. Can be to 
defend against a pressing trend and implication or to capitalize on 
one.
• Credit Union – Huddle for 15 minutes and share and discuss



Model of the New Leader
Requirements and Attributes change given the changing socio-
economic trends and societal and customer expectations

Interdependent solutions are essential to 
dealing with the VUCA world of rapidly 
accelerating  change.



The Role of Organizational Leadership
To produce Direction-Alignment-Commitment (DAC)

Direction: does everyone know where we’re heading and what we’re 
trying to accomplish?

Alignment: do we have everyone/everything working in the same 
direction?

Commitment: are we adequately earning and re-earning everyone’s 
commitment?



©2009 Center for Creative Leadership. All rights reserved.

Dependent Culture

“Conformer”

Command & control
Leaders, followers & opportunists

Independent Culture

“Achiever”

Silos / peer influence / rivalry
Contracted and negotiated relations

Entrepreneurial / expert

Interdependent Culture
“Collaborator”

Boundary crossing
Emergent solutions from “third way”

New identity through conflict / differences



Shared Beliefs About Direction, Alignment, 
Commitment

Direction             Alignment         Commitment



Would Your Credit Union Benefit from 
an Interdependent Leadership Culture?
All three levels can be present in the same organization:

• Dependent culture appropriate where conformance (C&C) desirable (crisis, 
standardize)

• Independent culture appropriate where autonomy important (independent 
unit)

• Interdependent culture appropriate for transformation and change 
(enterprise level)



• Top team engagement required

• Process, not program

• Top to bottom (and back); create open, iterative process for ideas

• Flattening and diffusion of power 

• Seeking difference and conflict for transformative changes (dialectical)

• Transcend—and include—independence and dependence

• Willingness and ability to change foundational beliefs and practices

Developing Interdependent Leadership 
Cultures



Transform Your Organizational Culture

Three main concepts:

• Change work starts at the top
• Sustained change comes only when beliefs change
• Effective change creates holistic enterprise thinking throughout the 

organization

Organizations that implement change leadership alongside strategic 
and operational changes, consistently achieve performance goals



• Always Stretch
• Practice Cognitive Complexity
• Favor a Bias for Action
• Build Team of People
• Revel in Change
• Be a Teacher and a Learner
• Be  Authentic and Connected

21st Century Leader



Always Stretch

Ability to see the extraordinary

Exciting paths to the future

Steve Jobs

“And no, we don't know where it will lead. We just know there's 
something much bigger than any of us here”. 

Steve Jobs



Practice Cognitive Complexity

Tolerance for ambiguity and uncertainty

Hold multiple perspectives simultaneously

“The significant problems we face cannot be 
solved at the same level of thinking we were 
at when we created them”.
Albert Einstein

Gene Kranz



Favor a Bias for Action
Bridge the knowing – doing gap

Be decisive and be accountable

Make decisions with limited information         Wagner “Wag” Dodge

“Have a bias toward action - let's see something happen now. You can 
break that big plan into small steps and take the first step right away.”               
Indira Ghandi



Build Team of People

Value diversity

Share power

Collaborate

Abraham Lincoln
“The main ingredient in stardom is the rest of the team”
John Wooden



Revel in Change
Instill change mindset

View changes as constant experiment

Measure and celebrate progress

Brendan Reilly
“The important thing is this:  to be able at any moment to sacrifice what 
we are for what we could become.”
Charles Dubois



Be a Teacher and a Learner

Share teachable point of view

Constantly learning

Ernest Rutherford
“I have no special talent. I am only passionately curious.”
Einstein

“In a world of change, the learners shall inherit the earth; while the 
learned shall find themselves perfectly suited for a world that not longer 
exists.”
Eric Hoffer



Be  Authentic and Connected
Be humble – ask for help

Show confidence, not arrogance

Be empathetic

Actively listen
Nelson Mandella

“You must be the change you wish to see in the world”
Ghandi



• Always Stretch
• Practice Cognitive Complexity
• Favor a Bias for Action
• Build Team of People
• Revel in Change
• Be a Teacher and a Learner
• Be  Authentic and Connected

21st Century Leader



Leadership Assignment

Individual exercise:
• What 21st Century Leadership attribute do you consider to be your 

strength?
• Which one is your weakest, that you know you need to develop?
• Which ones are most needed for your credit union now and in the 

next 3 years?
Pair and Share: In your small credit union group or if solo, pair up and 
do a walkabout and discuss your above assessment


