NACUC’s 43rd Annual Chairmen’s Roundtable Forum

Discussion Guides

These discussion guides are an essential part of the information exchange that takes place during the Roundtable Forum.  The best way to prepare for your participation is to read the background provided for each topic and then answer the questions that follow.

From this document, you can prepare for your roundtable discussions and share best practices and strategies from your credit union.
The following roundtable topics are on this year’s agenda:

1. Maximizing Board Performance

2. An ERM Framework for Overseeing Cybersecurity Threats
3. Competing with Fintech Using Non-Traditional Services

4. Incorporating Community Development Into Your Mission and Vision

5. Balancing Growth While Serving Existing Members
Discussion Guide Instructions:
· Answer questions at the end of each Discussion Guide. If you are attending the meeting with other directors from your board, be sure to collaborate on the answers.

· Bring 10 copies of the answers for each roundtable to distribute to other attendees in your roundtable groups. You should only copy and distribute answers with more than just a “yes” or “no” answer.
· Email a copy of your answers to lauren@nacuc.org by September 27 if you would like them posted online (answers submitted after that date will not be posted).
If you have any questions about these instructions, please email lauren@nacuc.org.

Roundtable 1 Discussion Guide
“Maximizing Board Performance”
Ensuring your board is performing at its peak starts with the volunteer recruiting and election process.  One of the board’s most important tasks is to look for potential candidates and to implement a fair and well-documented set of procedures governing the election process.  While ideally most boards can recruit from within the organization via the supervisory committee, an ad hoc committee or an associate director program, when that isn’t possible, developing a pool of viable and willing candidates can be a daunting task.  
The nomination and election process itself can also prove challenging.  Having a clear set of procedures can help with this process.  It starts with the nominating committee establishing a timeline to ensure all requirements are met.  If your credit union election allows for filing by petition, it is important to make sure that you are prepared to manage the workload that is involved.  Another consideration is the voting method that the credit union employs, whether it is handled manually or electronically, to avoid any potential issues.
Following the election, the board has the task of onboarding, training, developing and evaluating new directors.  This involves having clear procedures as well as the resources to ensure the board continues to function at its full potential.
Click here to answer the corresponding questions for Roundtable 1.
Roundtable 2 Discussion Guide

“An ERM Framework for Overseeing Cybersecurity Threats”
Enterprise Risk Management (ERM) is defined by the National Institute of Science and Technology (NIST) as “Protection of information and information systems from unauthorized access, use, disclosure, disruption, modification, or destruction in order to provide confidentiality, integrity, and availability.”

Board members and staff have different but complimentary responsibilities associated with ERM.  The board should develop and implement policies surrounding ERM that include the identification of the right level of resources associated with the risk.  Policies should include regular reporting to the board that includes strengths and weaknesses of the strategy and risk metrics that measure the level of risk. The staff that is responsible for addressing ERM should identify and prioritize the top risks for your credit union.  They should also develop a strategy and roadmap which focusses on the highest risk assets.  

ERM falls into three major categories, Financial Risk, Operational Risk, and Strategic Risk.  Information Risk is a subset of Operational Risk and cyber security is a key to effectively managing information risk.  In today’s business climate, Information Risk is a top risk for many, if not all, organizations.  Information risk gets substantial attention that includes efforts to create overarching definitions.  To manage information risk, credit union boards should adopt policies that address people, process, and technology challenges associated with the controls selected to mitigate and manage risk.  A key component for policies should focus on the identification of the information of greatest risk and importance to your credit union. These policies will help the staff prioritize resources and the necessary controls to protect that critical information.

As our credit union boards discuss and evaluate policy options, consider an industry framework when addressing information risk to protect a credit union’s intellectual property, and member and employee personal identifiable information.  Boards should monitor external events, such as data breaches or ransomware attacks that affect not only other credit unions and financial institutions but other industries as well. These external events could potentially occur at any organization and influence the risk level to member information.  External events can help to identify possible policy adjustments to manage information risk.  As mergers occur your policies should include a review of potential changes associated with integrating new groups of members.
Click here to answer the corresponding questions for Roundtable 2.

Roundtable 3 Discussion Guide
“Competing with Fintech Using Non-Traditional Services”
Financial Technology, often called fintech, is new technology and innovation that aims to provide alternatives to the delivery of traditional financial services.  Fintech companies aim to improve financial service activities to the general public by leveraging the use of smart phones, tablets, and other online delivery methods for mobile banking, investment services, and cryptocurrency. 

Many existing financial institutions are implementing these activities to gain an important competitive position. Credit unions need to be prepared for the challenges presented by fintech companies and the issues they present to everyday operations.  From a strategic perspective, the board should have enough of an understanding of the challenges and risks posed by tech innovation to develop effective policies, to evaluate if a tech offering aligns with the credit union’s strategic goals, and to determine if resources are being used appropriately.  Consider what non-traditional services your credit union currently offers or is thinking of offering to its members in order to remain competitive.
Click here to answer the corresponding questions for Roundtable 3.
 Roundtable 4 Discussion Guide
“Incorporating Community Development into Your Vision and Mission”
Most credit unions vision and mission has been to serve the underserved.  Many credit unions fall short in incorporating community development as part of their vision and mission.  As credit unions continue to merge and fields of membership get diluted, it is important to understand the needs of the members and reflect on ways to add value to the products and services credit unions offer.  With that in mind, it is important to understand what a Community Development Financial Institutions (CDFI) is.  (CDFI) are those financial institutions fully dedicated to delivering responsible, affordable lending to help low-income, low wealth, and other disadvantage people and communities join the economic mainstream.

As newer generations become more diverse than the previous one, our industry must evolve as the country is evolving in terms of culture, ethnicity, race and gender. It's time for our industry to better reflect the people we serve! Expanding our cooperative principles to include diversity, equity and inclusion represents the ultimate affirmation that our industry welcomes everyone. As leaders we must continue to explore how to become more a more diverse, equitable, and inclusive industry. Having a thorough understanding of these principles will provide an opportunity to advance economic justice, human dignity and community development in the communities we serve. 

There are associations such as Inclusiv formerly called National Federation of Community Development Credit Unions that provide guidance and the necessary tools for successful community engagement.  Inclusiv also assists in Community Development Federal Institutions (CDFI) grant writing and is the pioneer in understanding segments of the underserved community such as the Hispanic market.  
 Click here to answer the corresponding questions for Roundtable 4.
Roundtable 5 Discussion Guide
“Balancing Growth While Serving Existing Members”
In today’s environment, many credit unions struggle to remain viable.  Within the past several years, the regulatory burden for credit unions has grown significantly.  Add to that increasing occurrences of fraud with little to no relief from Congress regarding merchant responsibility which creates an almost impossible environment, particularly for smaller credit unions, and the need for huge cyber security budgets, and credit unions see substantial increases in operating expenses.  Inevitably, addressing these increased costs means increases in staffing, as well as other costs.  Economies of scale tell us that incurring all these additional expenses means the smallest credit unions are suffering the greatest financial impact over recent years.

Several financial consultants are saying that the growth of credit unions is critical in order to balance these increased costs with bottom line income.  While growth may be the answer, it is important for credit unions to maintain the reputation of taking great care of their members.  The primary question becomes how to develop a strategy that balances growth while serving existing members.
 Click here to answer the corresponding questions for Roundtable 5.
Roundtable 1 – Maximizing Board Performance
	Participants Name(s):

	Credit Union:
	City/State:

	Email Address:


Describe the process by which your board recruits new volunteers.  Is there a mechanism to recruit internally i.e. committees, associate director program? What about externally?  Do you have to actively recruit potential candidates?  Who is involved in the recruiting process (board, nominating committee, management)?  
Briefly describe the nominating process at your credit union (nominating committee, petition process).  Have you encountered any issues or challenges with the nominations process?  If so, how did you address them?
What are your election and voting procedures? Does this include a nominations timeline?  If you use a vendor for electronic voting, who is it?  Is the cost included in your annual budget?
If your credit union allows for it, have you had someone file by petition to run for the board?  Was the board prepared for this scenario?  Describe any other scenarios that came up that were not addressed in a policy or procedure and how your credit union handled it (i.e. a former CEO or employee running by petition).

Roundtable 22 – An ERM Framework for Overseeing Cybersecurity Threats
	Participant Name(s):

	Credit Union:
	City/State:

	Email Address:


What policies have your board developed around cybersecurity risks? How do you ensure that policies are adequate (i.e. that they identify critical information assets, prioritize info security resources, and identify controls consistent with the membership of your credit union)?
Describe how the board receives reports on the risk management program including which areas are covered in the report and how often reports are given.
Do your ERM policies prioritize your risks?  How often are the policies reviewed? 
Describe any recent changes affecting the credit union which have prompted an update to your ERM policies (i.e. demographic shift in the membership, merger, regulatory).

Roundtable 3 – Competing with Fintech Using Non-Traditional Services
	Participant Name(s):

	Credit Union:
	City/State:

	Email Address: 


What innovative technology initiatives is your credit union pursuing?
How does your technology strategy address the challenges, risks and opportunities inherent in competing or partnering with a fintech?
Who are your members that are at the highest risk of being lured away by a fintech?
What are the information security implications, time, money, and other resources that your credit union is investing in the study of fintech?
How do you ensure there are adequate resources (staff, vendors, budget) necessary to compete with fintech?

Roundtable 4 – Incorporating Community Development into Your Vision and Mission
	Participant Name(s):

	Credit Union:
	City/State:

	Email Address:


What steps has your credit union taken to make sure the mission and vision includes community development.
Does your credit union have an affiliation with Inclusiv formerly called National Federation of Community Credit Unions?  If so, what programs have you instituted as a result and how successful have they been?
How supportive has the board and staff been the community development efforts? Provide examples.
Is your credit union tracking growth from the specific segments and what are some of the growth strategies that your credit union implemented to target the specific segments?

Is your credit union designated as a “low income credit union”?  Are you aware of CDFI grants?  If so, how successful has your credit union been in obtaining these grants? 

Roundtable 5 – Balancing Growth While Serving Existing Members

	Participant Name(s):

	Credit Union:
	City/State:

	Email Address: 


How focused is your credit union on growth?  In other words, are you the size you want to be and why, do you think bigger is always better, or what is the optimal size to provide the best value to the members?
Does your strategic plan include specific goals or targets that align with your mission to be achieved on a planned timetable?  For instance, are your goals growth related, operational related, member satisfaction related, or all/some of these areas?  Also, are the goals very specific or are they more general levels of achievement, and is your CEO performance graded on meeting these goals in the strategic plan?
How do you measure return-on-investment (ROI) of services and member relationships?  What metrics does your credit union use?
