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IN - BRA NC H
PRODU C T S A L E S

BY NICK BROWN

The 5 Benefits of Branch Sales
Training

A

s a branch manager you understand the
important role that sales plays in the
success of the organization. Now, more
than ever, if your branch staff isn’t
effectively selling to its customers, it is
losing business either to the competition, or to unserved
needs of the customer.
Despite the need for sales success, many branches
suffer from an “Order Taker” mentality amongst
their retail and call center sales staff. In other words,
employees deliver what the customer asks for, but
fail to exemplify the behaviors that lead to product
expanding and relationship deepening conversations.
At the root of this reactive selling approach is a lack of
quality sales training and coaching.
Over the last year we have published a handful
of articles discussing how to successfully craft and
maintain a sales initiative at your branch. In these
articles we have discussed how and when to provide
sales training, how to hire for sales excellence, the
behaviors to develop in sales people, and effective
ways to coach employees on selling. To finish the
year, I’d like to add one more topic that will hopefully
propel you into action for 2019. That action is to
provide competent sales training to your frontline staff
and leaders.
Sales training is an essential piece of any sales
initiative. I am a firm believer that training, followed
by coaching and accountability, is the key to enhancing
the performance and production of any team. So, let’s
look at five benefits of implementing sales training in
your branch in 2019.

#1 Develops Your Sales Culture

If your branch suffers from a reactive sales culture, one
of the best ways to begin the transition to a proactive,
customer engaging approach is through structured
sales training. Even if your branch is underway to
developing a proactive culture, improving your sales
training will give your employees to tools they need
to succeed.
In an article published by American Express, titled “10
Steps to Creating a Top-Selling Sales Culture”, Roy
Vaden says it’s critical to master the sales training
process in order to establish and cultivate an efficient
sales culture. He goes on to say “It’s your company’s
job to give your salespeople the tools and training they
need to succeed in their position. Sales cultures have
well-defined systems to help their sales people grow,
learn and achieve.”
Sales training itself isn’t going to ensure your sales
culture will succeed. That training must be backed
by coaching and accountability. Sales training
though, is the way to give your employees tools they
need to improve selling. Often leaders put goals and
incentives first, thinking they can “carrot and stick”
their employees to somehow do something they don’t
truly know how to do. Don’t get me wrong, goals and
incentives are critical elements of a well-run sales
culture. Starting with these is like asking employees to
draw more water from an empty well.
With sales training, you will empower your
customer-facing staff with the tools they need to
succeed, giving them the confidence to hit the goals and
earn the incentives they desire. This is especially true
7
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the difficult products such as payment protection. All
of these are important, but selling is much more.
Your bank is a retail sales establishment. This
means, as Eliot Burdett so eloquently stated, “Nothing
happens until someone sells something”. Selling
also incorporates educating, advising, and assisting a
customer with the product or service for which they
are asking. Think of all of the loan applications your
customers start online but never close?
As employees are delivered a complete sales process
through training, they know how to capture the
additional business and close the business for which
the customer is asking.

during the new employee orientation and evaluation
period.
In an article by HCI Capital Institute titled, “The
First 90 Days Will Make or Break Your New Hire”,
it states, speaking of the first 90 days, that “New Hire
experiences during this highly-impressionable period
directly affect the long-term engagement, retention
and performance.” If the training and coaching during
the first 90 days’ focuses heavily on transaction or
call volume, balancing, audits and busy work, that’s
probably the type of production you are getting from
you team.

#2 Clearly Communicates Expectations

#3 Establishes a Standard Sales Process

One of the primary reasons salespeople fail isn’t
because they lack the motivation, work ethic, or ability,
it’s not knowing what is expected of them.
In an article titled, “7 Reasons Why Employees
Don’t Work and What You Can Do About It”,
published on BusinesTown.com, it states, “One of the
primary reasons employees don’t perform well is that
they aren’t aware of the work standards they should
maintain.”
Effective sales training,
built for bank employees,
clearly
communicates
to employees what they
should be doing in every
situation and customer
interaction.
When you think of
selling, you may think
first about upselling and
cross-selling products and
services the customers
are not asking about
such
as
recapturing
loans, checking account
conversions, and closing

W. Edwards Deming, renowned management
consultant, said, “If you can’t describe what you are
doing as a process, you don’t know what you are
doing.” This is especially true in the world of bank
sales.
Selling is a process, not a phrase. Effective sales
training teaches clear, well defined sales processes and
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approaches before it teaches scripting. With processes,
employees know exactly what is expected of them, and
how to accomplish it. Processes, vital to the success
of any sales initiative, also simplify the coaching and
accountability pieces.
I shared much more about this in an article titled,
“7 Steps to a Complete Sales Process” published in
the October 2017 issue of this magazine. Take a few
moments to read that article to learn more about sales
processes and how sales training strengthens them.

Referrals of mortgages, investments, business
services, insurance, etc.

#5 Structures Accountability

Finally, with sales training, your employees will
understand for what they will be accountable. Likely,
training they already receive clearly communicates
operational accountability such as balancing, fraud
prevention, and loan audits. Sales training will clearly
establish for what the employees will be accountable
in the sales process. Leaders will also know how to
hold employees accountable to the processes and
expectations sales training establishes.
A quality sales training program Sales training
benefits the branch in so many more ways than
just providing training. This list of 5 benefits only
scratch the surface. Additionally, banks who have a
commitment to sales and provide training to their team
find that employee satisfaction, customer engagement,
and brand awareness also increase as a result. If sales
training is not something you are providing to your
employees, you could revolutionize your bank in 2019
by implementing a program.

#4 Develops Sales Skills

Likely, the most evident benefit of providing sales
training to your employees is knowing how to sell. As
previously mentioned, competent bank-specific sales
training will give your employees the skills they need
to be successful.
New employees who come out of training, and through
their 90-day orientation and evaluation period, should
have the ability to clearly identify sales opportunities
easily because they know what to look for and where to
look for it. They should have the ability to confidently
start sales conversations. They should be able to ask
the right questions to identify what the customer values
most and align product or services features to customer
expectations. And finally, they should understand the
process of gaining commitments through to closing.
With this foundation, additional training and coaching
can deliver the specific skills needed to become a
sales expert. This would include selling the products
and services which fill the customers’ stated needs, as
well as up/cross-selling those products and services the
customer isn’t asking for. Examples of this are:
• Checking account conversions
• Sales of assurance products (Payment
Protection, GAP and Extended Warranty)
• Savings transfers
• Loan recapture
• Credit card penetration

Nick Brown Consulting
is a sales training
company dedicated to
bring a proactive sales
approach to every bank.
Brown accomplishes
this by providing sales
consulting and training
to enhance branch
sales, contact center
sales, outbound sales,
and lending center sales. The goal of SalesCU is
to empower banks to cultivate primary financial
relationships with their customers. Engage Nick
Brown directly at 801-860-5807 and nick@salescu.
com. Ask about his credit union specific workshops
and online sales training, featured at
www.salescu.com.
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MEMBER
EXP EC TATIO NS

BY RICH HUFFMAN AND RON WHYTE

Elevate Member Experience While
Tackling the New Convenience and
Security Reality

A

them to grow membership and compete with large
banks. These efforts have helped credit unions maintain
their collective position as a more customer-centric
alternative to large banks.
However, credit unions still lag behind in other
high-demand conveniences such as faster transactions
and peer-to-peer (P2P) payment.
In some cases, credit unions struggle to add these
offerings because their technology infrastructure will
not provide the necessary layers of security. Consider
faster transactions for example. Consumers prefer to
skip the slower process of pending charges, but don’t
realize faster transactions mean less time for credit
unions to detect or stop fraud. The larger FIs have a
handle on security in the new digital transactions age,
but they also have more resources than credit unions,
financial and IT staff, to try to stay ahead of today’s
fraudsters.

s digital transactions continue to reshape
business and many aspects of our daily
lives, consumer expectations for their
financial institutions, including credit
unions, have also evolved.
More consumers expect the perfect balance
between security and convenience, demanding secure
transactions that are also fast and easy. Consumers will
take their membership and money elsewhere with the
swipe of an app.
The new consumer reality combined with increased
competition from other financial institutions is bringing
many credit unions to a crossroads. Providing faster
and easier digital transactions is great for the consumer
experience however, the cybersecurity risks that come
along with these conveniences can destroy consumer
trust and a credit union’s reputation.
According to a Beazly report on breach insights,
credit unions, particularly with less than $35 million
in annual revenue, accounted for 81 percent of hacking
and malware breaches at financial institutions in 2016.
In the same year, Juniper Research predicted online
banking fraud will hit approximately $6.9 billion by
2020.
Despite the availability of advanced cybersecurity
technology, cybercrime is growing because criminals
are adapting their tactics, particularly with a keen focus
on credit unions.

Make the Most of Multilayer

So, what is the answer for credit unions? When it comes
to multilayer security, institutions of any size share the
same key obligations; protecting the institution, the
network and the consumers. Each layer is multifaceted,
but here are some common components.
Institutional security includes database security,
back up and disaster recovery, and operating security.
Network security includes network scanning, realtime response and Internet security. Consumer
security includes biometrics, fraud protection and
authentication. There are several additional pain points
but even covering the few listed here can be a struggle
for credit unions.

Credit Unions and the Consumer Experience

Within the last decade, credit unions have adopted
online/mobile banking and digital payments, allowing
10
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As with any other business investment, credit unions
have to carefully consider security options that will
meet compliance requirements and maintain consumer
satisfaction without “breaking the bank”. Consumers
might not want to think about their financial institutions
budgeting or bargaining for security, but it is a reality.
Most credit unions are non-profit institutions that
operate on tight budgets which, often do not allow
room for security options that come with all the bells
and whistles. As a result, sometimes credit unions don’t
have the means to cover each layer, or every aspect
of each layer, which can affect both convenience and
security.
However, with the recent increase in cybercrime
within the past few years, credit unions have been
forced to foot the bill for stronger security. All financial
institutions are considered prime targets, but cyber
criminals have begun specifically pursuing credit
unions because they assume smaller institutions do not
have the same defenses as large bank corporations.
In addition, cyber criminals are quickly adapting
to new security measures. As security technology
continues to advance, so does cybercrime tactics.
Cyber criminals are becoming more sophisticated and
more organized, resulting in credit unions spending
more dollars to keep up with industry threats and
compliance and regulation changes.

Security issues are taking place in the broader context
of life, and members still need a partner to help them
manage major life events such as purchasing a home or
car, investing, retirement and wealth transfers. In many
cases, some of those processes can begin with online
applications and evaluations. Though these benefits
don’t make the news, they offer the same level of
convenience and deliver a better member experience.
Security is a priority, but can’t stand alone. Credit
unions must continue to differentiate themselves
through stronger member relationships while delivering
security in a convenience-driven environment. A credit
union’s ability to ensure secure transactions should be
what differentiates its conveniences, not what hinders
them.
Rich Huffman is the Senior
Director Of Product at
Equifax. In this role, he is
responsible for the overall
product strategy and execution
of innovative digital solutions
that help improve identity
authentication for business
clients and the end consumer. In addition, he leads the
charge in establishing product life cycle processes,
constructing product road maps, and defining market
and product requirements.

Your Partner in Security

Ron Whyte is Senior Vice
President
and
General
Manager at Fidelity National
Information Services (FIS).
In his role, he is responsible
for the FIS Decision solutions
(Chex Systems, Inc.) and FIS
Payment Guarantee (Certegy
Check Services, Inc.) organizations. Ron oversees all
day-to-day operations of both businesses including
product development and delivery, analytics, client
and consumer relations and sales.

An effective approach to winning the security battle
is having members join you in the journey. Highlight
current security capabilities and work to educate
members on the steps they can take to secure their
data. Show consumers the advancements you’ve made
and use their feedback to determine which security
measures are most important to them.

Don’t Forget the Basics

With all the constant buzz and news around cybersecurity,
credit unions may be tempted to forget the basics and the
reasons consumers partner with them in the first place.
11
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DIGI TA L
TEC HNO LO G Y

BY KEITH LORIA

Q2 Thinks Community with Digital
Solutions
Q2ebanking delivers simple, secure digital experiences to banks and
credit unions and prides itself on enhancing the strengths of community
banks.

W

hen the company was started
by founder Hank Seale in 2004,
his goals were to champion the
flexibility, focus and full service
that community banks offered, and
minimize the weaknesses such as scale, equity, capital
and visibility of opportunities. His 20-year vision was
geared towards helping them compete with the money
center banks.
“We’re a mission-driven company and our focus
is to strengthen communities by strengthening their
financial institutions,” said Greg Varnell, Q2’s VP
of engineering. “The philosophy the business is built
on is that it’s really important that small community
institutions have the economies to be able to lend
locally and provide banking services locally, and in
order to do that, they really need to be able to compete
with some of the big-box banks in the country.”
Q2’s internet banking system has helped change the
financial industry for the betterment of the community
banks at large by providing the most comprehensive
and adaptable digital banking platform and innovative
solutions designed to help these banks compete to win.
“We provide them with the digital services to help
them compete so they can keep community banking in a
very local way,” Varnell said. “There’s a lot of research
the way community financial institutions impact their
communities from a business standpoint and lending
standpoint, and even a volunteering standpoint, so they
are really critical in our opinion.”

The main digital service the company offers is online
banking. In a single platform, Q2 provides a digital
banking experience that handles anything from retail
users—logging in checking balances and doing some
transfers, all the way up to full treasury services. This
can include doing payroll, a multistep workflow for
ACH collection for a small business, etc.
“We also have an account opening product that
runs on our platform that allows a user to come in and
open a deposit account from scratch,” Varnell said.
“Maybe they don’t have a relationship with the bank
12
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we are a differentiator from a lot of competitors in the
market is we have a full-featured platform that works
both as a desktop and mobile handset on iPhones and
Androids, as well as tablets. It’s a single interface that
works on all of those devices. And we can handle
consumers from retail to large commercial enterprises.”
At the end of the day, Varnell noted that a bank
that’s a good fit for Q2’s platform is one that wants
to use technology as a weapon; not one that comes to
them with the idea that their customers only want to
see their balances online and nothing more.
“We want customers who want to use technology
to compete against the larger Bank of Americas and
Wells Fargos of the world, and really take their bank to
the next level,” he said. “That’s really our sweet spot
and where we can become a really good solid partner
for the bank.”
Another differentiator is Q2 is really trying to
drive an open platform. Within the past 12 months, the
company unleashed Q2 Caliper SDK, a comprehensive
toolkit designed to enable FIs to customize and
extend the Q2 platform to meet their account holders’
expectations and specific needs.
“The Caliper SDK is the latest example of Q2’s
broader shift toward leveraging open technology to
simplify and accelerate our architecture model,” said
Adam Blue, chief technology officer at Q2. “Caliper
grants financial institutions a level of knowledge,
control and accessibility they haven’t had previously.
FIs with varying degrees of development capability can
now build their own features and functionality on top
of the Q2 Platform to meet their customers’ evolving
demands.”
Brad Hutchinson, director of application
development for Georgia United Credit Union, said
that this enables its FI to offer members the ability to
bank the way they want to bank
“We utilized Caliper to create a balance transfer
form and a courtesy pay form for quick go-lives,”
he said. “Being able to do it ourselves with the SDK

previously, but they are able to do research, understand
and go through an entire onboarding process to become
a customer.”
Other digital services offered include bill payments,
viewing statements, managing credit cards and other
typical banking experiences.
For community banks who want to get involved
with Q2 and are looking to replace their current online
banking vendor with Q2’s platform, it only takes a
simple call or meeting at a trade show.
“We give them a demo, show them what we
do and we see if we’re a good fit and typically an
implementation takes us around six months from start
to finish,” Varnell said. “Once they own our platform,
they can buy ancillary services on top of that—things
like Bill Pay and Biller Direct, which manages end
users’ relationships with third parties.”
By enabling card payments, Biller Direct gives
users expedited payment options while generating
valuable interchange revenue for card-issuing
institutions that offer the service.
Obviously, compliance is a huge challenge for
any bank or credit union, and potential customers
typically start off looking at the company’s history and
background, and being a public company, that makes
it easy for Q2 to be transparent.
“Then they like to see a demo and understand the
capabilities of our platform,” Varnell said. “Where
13
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A graduate of
the University
of Miami, Keith
Loria is an
award-winning
journalist who
has been writing
for major
newspapers and
magazines for
close to 20 years,
on topics as
diverse as sports,
business and
healthcare. You can view some of his recent writing at
keithloria.contently.com.

turned out to be the right move, and it’s already paid
for itself.”
Varnell added that other customers are doing
things anywhere from loan application workflows to
accepting credit card payments further along in their
systems to travel notifications to card controls (lock,
drop limit, etc.)
“That makes the platform that much more valuable
for our customers,” he said.
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MA RK ETI NG

BY AARON GREGERSON

A New Look at the Buyer’s Journey

A

t this moment, the journey buyers take
when choosing to make a purchase is
changing course. Traditionally, this
journey starts with a consumer perceiving
a need or desire, then researching options
to satisfy the need/desire, and deciding finally on a
product to purchase that satisfies the need. It’s this
linear, Point A to Point B paradigm that has pretty
much run its course.
In today’s world of always-on media, the buyer’s
journey has shifted focus. Instead of being consumer
driven, as was previously the case, with consumers in
control of when they identify a need, today’s buyer’s
journey is intrinsically more brand driven. Brands are
in more control of what consumers see and when they
see it. Digital media, advanced placement tools and
targeting techniques, and a better understanding of
where consumers are in their decision-making process
have been the catalyst for this shift.

However, the average person’s working memory can
only handle 40 to 50 bits of information every second.
That means that many of the items that we’re “seeing”
aren’t really being seen.
Advances in advertising continually add more
channels and mediums for messages to be placed in
front of consumers. What’s now important to marketers
is the ability to decipher what is going to make the
greatest impact with consumers so that one piece of
media settles into a person’s brain. But marketers are
also presented with the challenge of finding a channel
and medium that is easily repeatable and contains
stepped-down, refined targeting techniques as time
moves on.

Brands on the Run

The current estimate by behavior economists is that the
average consumer sees between 5,000 and 6,000 pieces
of media – or advertisements – per day, according to an
article written in The Business Journals from September
2017. In the digital space alone, the best estimates are
that Internet surfers are exposed to just north of 11,000
ads per month. This estimate was gained by measuring
how many ads were caught in online ad blockers and
kept from appearing.
These statistics are measuring the pieces of media
and advertisements that our brain actually recognizes
and processes. Our senses are being bombarded with
about 11 million bits of information every second.
15
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this email was not marketing the running jackets I was
researching. Knowing that I had already purchased
that product, they were suggesting other products that
would work well in that vein. They were attempting
to measure my interest and move me further down the
cycle in their buyer’s journey.
This is a great example of how targeting and the
buyer’s journey come together. Instead of taking the
obvious approach that someone is looking at a product
on your site and marketing that product to them, adding
depth and understanding to the consumer enhances the
targeting.
Precision targeting also means understanding an
appropriate level of engagement with a consumer.
Translated, it means there needs to be an acceptable
level of media messages the consumer sees after
interacting with a brand or product. Being bombarded
by media in all places for a casual site surfer, for
example, would not be appropriate. Through audience
building mechanisms, it is even easier to market to the
appropriate level with the appropriate audience.

Precision Targeting

Within the new buyer’s journey, the old practice
of simply placing media and hoping that the target
consumer finds your product has no place. Today’s
buyers are beginning to expect that they will be found
by your product solution based on their behaviors
and what they are likely to be looking at next. Enter
precision targeting, or audience planning.
Earlier this month, I was researching some running
clothing. I regularly write for a local running-themed
blog site and was preparing for another gear review
article. By this point, my web browser knows full well
that I am a passionate runner. Not only that, but my list
of email subscriptions to running sites also runs very
deep.
During my travels in researching this article, I
visited the site of a brand that I like to buy gear from. I
was looking at their running jackets, getting technical
information on a product I already own to write the
review.
Not 10 minutes later, I visited my personal email
inbox. It was no surprise I saw an email from this brand
in my inbox. What may be surprising, however, is that

The New Buyer’s Journey

Traditionally, the buyer’s journey was made up of
anywhere from four to six stages, arranged in three
phases, and visually formatted as a funnel to lead
buyers through.
As covered earlier in this article, consumers often
entered the buyer’s journey in the Awareness or Interest
stages, spurred on by a need or desire for a product to
solve a problem of theirs. From there, the traditional
buyer’s journey takes over, moving consumes on a
linear path toward Purchase/Conversion.
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A cyclical approach to the buyer’s journey enables
brands to gain information on the consumer, understand
their level of interest, and represent opportunities, all
within a single sales cycle. Then, once a lead becomes
a prospect and a prospect becomes a customer, the new
buyer’s journey enhances cross-sell and up-sell efforts
to deepen the brand’s relationship with that customer.

The new buyer’s journey takes this template and
adapts it to today’s media-constant world. Effectively
reaching consumers today requires that your brand cuts
through the clutter and becomes clear and apparent
to your target consumers. The challenge with that is
that today, there are many (many) competing brands
looking to do the same thing.
This means that the buyer’s journey of yesterday,
with a large portion of the time and energy spent in
the “Prospect” phase, is rendered obsolete. Not that
spending time on your prospects today should go
overlooked. But if your brand isn’t generating enough
awareness to solve a consumer’s problem, there won’t
be enough buyers in your pipeline to worry about.
Instead of a linear approach to attracting consumers,
here is what today’s buyer’s journey looks like.

Bringing it Together

All of this information boils down to the single fact that
to be heard, brands must be more present and relevant
in today’s media landscape. Constantly bombarding
the general population of consumers with a single
marketing or advertisement message makes it hard to
get noticed.
While today’s marketing plans have become
inherently more complex than those from a time of
linear journeys, today’s consumers have become more
complex, too. Today’s consumers are expecting that
automation and target marketing will bring brands
and products to them in order to solve a need based
on behaviors. This trait encourages relevancy in
messaging and media but also requires brands to
build in appropriate time-to-close for conversion and
purchase.
When brands deploy precision targeting to highly
target the consumers they are looking for and pair that
with a cyclical buyer’s journey mentality, the job of
getting noticed becomes much easier. Tying the two
together means that your audience planning looks more
like a funnel while the actual journey a buyer takes to
your brand and product happens in a cyclical manner.
True to today’s need to make the most of every
customer in order to support a return on investment of
marketing dollars, deepening the relationship after the
sale becomes imperative. The cyclical buyer’s journey
of today—the new journey—makes that process easy
and natural.

This model more accurately represents the digital
consumer world we live in. A buyer’s journey today
is much more than finding an entry point on a linear
scale. Buyers are able to perform extensive brand and
product research wherever they are from smartphones.
This means that they may enter and exit a traditional
journey multiple times.
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Aaron Gregerson is the vice president of client management for MarketMatch, a full-service
marketing consulting firm that provides energizing expertise, ideas and strategic marketing
thinking for credit unions. Aaron brings over 12 years of financial marketing and business
development experience to the industry. Aaron focuses on digital marketing, strategic
planning and promotion, branding and market segmentation with his clients to help grow
credit unions in meaningful ways.
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BY ERIC GAGLIANO

You Don’t Sell Personal Loans or
Savings Accounts

R

Do you offer a healthcare loan? A home appliance
loan? A veterinary loan? A summer-time fun loan? A
winter-time fun loan? A home winterization loan? A
wedding loan? Sure, you do! But, do you promote it
that way?
Let’s face it, customers aren’t looking for a personal
loan … they are looking for a way to fund their kid’s
braces. They need quick money to replace a crappedout washer, dryer or fridge. They seek a way to pay for
a new transmission in their car. They want a way to pay
for a better engagement ring, wedding or honeymoon.
They need more money than they currently have saved
or than they want to put on their credit card.
They don’t want the loan, they want the money.
So, let’s not talk about the loan, let’s talk about what
the money will be used for.
When you think about it, from a customer-needs
perspective, a Savings Account is just the polar-

egardless of the title on your business
card, if you’re responsible for growing
a business, you are a Marketer. And,
as marketers, we understand that
segmentation is little more than politically
correct stereotyping.

It is our job to stick everyone in the world into some
kind of bucket. Traditionally, we’ve done this based
on generational criteria: The Greatest Generation,
Baby Boomers, Gen X, Millennials, iGen (or Gen Z).
Life stages, however, are more about the experiences
a person is going through, sometimes tied to their age,
and yet always tied to milestones in their life. Think
about that as it pertains to personal loans and savings
accounts.
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opposite of a personal loan. Customers want to put
money aside for something that they will want or need
in the future.
Do you offer a home appliance savings? A
veterinary savings? A summer-time fun savings?
A winter-time fun savings? A home winterization
savings? A wedding savings? Sure, you do! But, do
you promote it that way?
There is no limit to how many savings accounts
a customer can have. If you recommend and promote
the use of dedicated savings accounts, you are likely
to differentiate yourself, provide a valuable service to
your customer and increase your deposit base.
So, you do not sell personal loans or savings
accounts, you provide a means to get what customers
want.
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BY BRUCE A. CLAPP

Marketing Fundamentals

Turning information into knowledge

I

recently attended a learning session in the form of
a moderated discussion on the future of banking.
One insightful panelist shared a nugget of wisdom
that truly describes our approach to developing
client strategy and crafting plans to deliver results.
He said:
“Ignorance is not the lack of information, it is the
perception that you have all of it.”
it through the lens of research. To gather information,
you may request an MCIF or crystal report on member
balances or new account openings. Great start!
However, to make it actionable, you need the next
level of analysis and thought applied. Why did the
member open those account types? How are member
balances trending and what can be learned from the
trend? With this line of thinking, you are creating
knowledge.
For credit unions, determining the impact of major
decisions such as:
• staffing changes at a branch
• location of a branch
• Branch service hours changes
• How to enter a new community
All require detailed research that is distilled into a
knowledge base upon which the credit union can
make supported and accurate decisions. These type of
major decisions require research that is systemic and
comprehensive in nature and employ multiple types of
research methods.
Typically, general research can be in three forms:
• Primary: asking members directly their thoughts
and reactions

Many peoples operate on their “gut instincts” or
employ the “focus group of one” routine that reflects
how they personally would act, respond or decide.
Sometimes the information used to reach a conclusion
is conjecture of fact and not really an assembly of detail
that can correctly provide direction or analysis. Many
times, people (or credit unions, for that matter) do not
have the level of complete information that would be
ideal to make substantive decisions or, in the other
direction, they have so much information, they get lost
in the data. Either is a recipe for failure and increased
expense. Information flow and access to it is vital for a
marketer and the organization as a whole.
I would take that even one step further to say that
even when you do have the “information” you sought,
it only truly becomes helpful when the information is
turned into knowledge. So, what is the difference?
The difference between information and knowledge
is the ability to apply and create action. Information
is data and thought. Knowledge has been crafted
when one distills the information and determines an
outcome or path. Information is found in spreadsheets
and charts. Knowledge is found in summaries and
conclusions.
To take information and knowledge off the paper
and into your marketing team’s workroom, let’s look at
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Here are a few tips for successful focus groups:
1. Conduct groups in all relevant markets. You’ll
likely find perceptions and purchase criteria are
different from market-to- market (and if they’re
consistent, that tells us something too!)

• Secondary: sifting through data to identify trends
and patterns
• Combination: using data to craft trends and
patterns and primary research to confirm, deny or
modify conclusions.

2. Talk to both customers and prospects. Your
customers will give you great insight into their
experiences with you. Prospects can tell you why
they’re not currently banking with you.

Primary research can take the form of quantitative
(telephone or internet surveys) or qualitative (focus
groups). Both tools are very useful for distilling and
confirming theory or thought. Quantitative research
will result is numerical percentages, standard deviations
and scientifically valid results. While with qualitative
your outcome is much more subjective and involves
observation and assessment. Equally useful tools,
sometimes the best outcome is when you combine
the tools, or at a minimum assign the correct tool to
the outcomes needed. Planning a product launch, you
should use both tools. Determining a branch location,
quantitative is probably best. Revising a branch layout,
qualitative will give you a deeper dive into the feelings
and variables of decisions.
Our team has completed many focus groups
sessions for clients across the country for projects
attempting to gather various types of insights and
directional information.
If you’ve never done focus groups before, they can
be quite handy! Focus groups allow you to dig into
specific subjects and variables in a way that you simply
can’t duplicate with quantitative research.

3. Be very targeted in what you want to learn.
Identify 3-4 things you MUST learn from the
session and 2-3 other items that would be nice.
4. Be very targeted in whom you want to learn
from. Do you need to focus efforts on a specific
demographic? Recruit them. Want to learn what
a specific competitor’s customers think? Recruit
them. Just note that the narrower your target, the
more expensive recruiting will likely be.
5. Stay consistent. Use a professional facilitator who
can keep each session consistent so you can use
data across all your markets.
When you need scientifically substantiated research
to make major decisions or need to feel that you have
spoken to a broader audience, qualitative research is
your key. For a successful quantitative research project,
you must first determine outcome that you are looking
to confirm, deny or authenticate. Starting with the end
in mind, ensures that the data generated is aimed at the
correct situation.

• Do you want to know why someone chooses a
checking account or whom he or she’d go to first
for a loan?
• What about price versus service?
• Would your market be willing to pay 10 basis
points for the absolute best service in town? Great
... now how do they DEFINE service?!?!

Here are a few tips for successful quantitative
research study:
1. Know your audience. Targeting your research
to the correct audience ensures you are gaining
feedback from the impacted group.

You can find it all out with focus groups.
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2. Separate your lists. Make sure you have a list of
both customers and non-customers and that you
have deduped the lists to ensure 100% accuracy.

to ensure your outcomes will enable you to reach
substantiated results.
In many instances, you may use a combination of
research tools to achieve your desired results. For
instance, many times we use a focus group to guide
the creation of a telephone research tool. Or in reverse,
we use a focus group to dive deeper into results from
a telephone or internet survey, to help us interpret the
results.
In summary, no matter which tools prove the right
tools for your project, make sure to be exhaustive in
your search of creating knowledge from the information
you are creating. At that point, the information gained
from the research helps craft a knowledge map of
tactics to put the outcome into use!

3. Know your limits. If you are seeking a scientifically
valid outcome, know your parameters for gauging
your success. The number of completes, the
universe of participants, etc. will help you calculate
the correct numbers.
4. Keep it focused. When a committee is involved,
everyone wants to add questions to the survey.
Make it too long and you your respondents, make it
too broad and your targeting is now meaningless.
5. Have a knowledge plan. Create your knowledge
plan prior to constructing your research instrument
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Are You Relying on Dated Time
Studies in Branch Scheduling?

Real-time data provides more accurate
branch staff schedules

T

of information that would be impossible (or at least
prohibitively expensive) to collect through time studies
or is outside the purview of that tool, including assist
times per product for individual employees; patterns in
branch traffic and transactions by time of day, week,
or month; and new accounts opened and other relevant
sales statistics.
An automated alternative to the time study can
facilitate more efficient staff scheduling and even alert
managers when unexpected traffic spikes extend wait
times beyond the credit union’s specified target. In that
event, other employees can step in to assist when needed
to maintain service levels.
Compare that functionality to the practice of
calculating staffing needs manually and based on
historical patterns. If time studies are “close,” they
might be just a minute off here and there—which is still
significant when multiplied by the rate of transactions
that occur over the course of a week or month. And
that approach can’t account for differing traffic patterns
and assist times from branch to branch, which widens
the accuracy gap even more. However slight, those
variations can add up to significant costs over time in
terms of poor service and/or overstaffing.
The disparities between time-study estimates and
real-time data can build up to the point that branch
managers either abandon the use of that information in
scheduling or continue to rely on inexact figures. Either
way, staff schedules are not aligned with current member
traffic patterns, and the credit union ends up either shortstaffed or overstaffed.
The use of real-time data ensures that the basis
for scheduling is continually updated and remains as

echnologies have drastically changed the
banking landscape, but the fundamentals
for delivering on service standards are just
as important as ever. Members expect great
service—and they don’t want to wait too long

for it.
The methods that credit unions can employ to deliver
great service as efficiently as possible have improved
dramatically, especially in the area of staff scheduling.
Time studies, a commonplace method for measuring
employee output, are being replaced by systems that
rely on real-time data on staffing and branch volume.
Time study refers to a structured process of directly
observing and measuring employees’ work, literally
counting the minutes to establish the average time
required to complete specific tasks when working at a
defined level of performance. In the past, time studies
might have been a useful tool in scheduling staff in
combination with forecasts of expected member traffic.
But in today’s fast-paced environment, relying on a
manual process tied to forecasts based on historical
patterns may lower service levels and increase costs.
You might say that the use of time studies in branch
scheduling is well past its prime.
Credit unions now have the opportunity to apply
real-time data to guide scheduling, with much more
accurate information about assist times, or the amount of
time frontline employees typically spend with members
to complete specific tasks. Rather than a general estimate
of assist times across a wide range of product and service
requests, lobby tracker software captures the actual time
it takes to process individual member interactions.
This data-based system can supply a whole host
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There was an era when time studies were considered a
top-shelf solution for aligning staff schedules with the
best possible estimates of member service needs. But that
approach is now out of date. The time that matters most
to members is when they walk into a branch—and only
real-time data can keep pace with those expectations.

accurate as possible going forward. In comparison, time
studies are past their “sell-by date” soon after they are
completed.
Access to real-time data in scheduling is especially
crucial in state-of-the-art branches staffed with universal
employees. Members are likely to use these service
centers differently than when they relied on traditional
branches, especially if the credit union’s strategic aim
is to encourage a new sales and service model in these
settings. Over time, branch visits may take longer and
result in higher sales as members shift away from
routine transactions and toward more consultative
interactions.
Universal employees tend to earn more than
traditional tellers, so appropriate staffing becomes even
more important to the bottom line. A lobby tracker
system collecting real-time data keeps pace with
evolving traffic patterns and member expectations in a
way that no time study can.

Chad Davis is senior
industry marketing manager,
Financial Services Practice
Group, Kronos, which is a
leading provider of workforce
management and human
capital management cloud
solutions. Kronos’s industrycentric workforce applications are purpose-built for
financial institutions of all sizes. Chad can be reached
at chad.davis@kronos.com.
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BY JAN YAGER, PH.D.

Time Management In-House Training
for Your Staff That Will Improve
Productivity and Work-Life Balance

W

e all have the
same 24 hours
in a day. That’s
1,440 minutes.
Are you the kind
of person who gets a lot done
during the eight hours you are at
work? You are probably already
organized and efficient since
those are two important traits to
become the boss. But some of
your staff might need help in time
management. How do you help
those employees who are not as
productive as you would like them
to be without sitting them down and making them feel
criticized and under scrutiny?
Offering in-house training could be just what
you and your staff need. I recommend that you make
the training mandatory for all levels of the company.
That way no one feels as if he or she is being sent to
a workshop because he or she has a problem. Yes,
everyone attends. The good news is that everyone will
get something out of the training. Those with poor
skills will learn how to turn that around. Those with
good skills will get tips that will help them improve.
Those with excellent skills will find it a refresher and a
break from the routine.
Everyone at the credit union branch office should
attend the training —except you. Yes, because the
training needs to be interactive, with employees feeling
like they can share about their time-related issues and

concerns, you should not be present, or you will inhibit
the discussion. Show up at the beginning, to introduce
the trainer, and then show up at the end, to say how
great it is that everyone went to the training and you
look forward to reading the evaluations about what
they learned and seeing some of the results in the days
and weeks ahead.
Okay, so we have established that the training
will be a useful event for your branch. How long
should it be and when should it be? So, the training
is practical and does not require shutting down the
branch, consider a training during lunch. I recommend,
if possible, that you provide the lunch. Whether you
bring in pizza or have sandwiches, with beverages and
cookies, or fruit salad, for dessert, it could be a nice
perk for your employees and a way of showing them
you are committed to them and to their development.
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You can find the answers to all the above topics in any
of my books on time management including the training
manual mentioned above as well as in some of my other
time management books such as Put More Time Your
Side https://www.amazon.com/Put-More-Time-YourSide-ebook/dp/B01LE69QDK/ref=sr_1_1?s=digitaltext&ie=UTF8&qid=1531514483&sr=1-1&keyword
s=put+more+time+on+your+side or Work Less, Do
More: The 7-Day Productivity Makeover. https://www.
amazon.com/Work-Less-Do-More-Productivity/
dp/1938998472/ref=tmm_pap_swatch_0?_encoding
=UTF8&qid=1531514516&sr=1-2

But, if necessary for budgetary or other reasons, you
could always make a brown bag bring-your-own lunch
event.
Do the training over an extended lunch of at least an
hour, preferably if an hour and a half if your employees
can take that much time. Or, if you prefer, do the
workshop at the end of the beginning or the end of the
day or during a time that is usually the slower time. So,
let’s look at what topics you could realistically cover in
that time frame:
• Why time management matters
• The #1 principle of becoming more productive:
goal setting
• Setting goals: long-term and short-term – using
the SMART approach
• Prioritizing – making sure you get done what you
need to get done
• Avoiding distractions – from others and the ones
you cause yourself
• The biggest time wasters and how to overcome
each one: procrastination,
• Perfectionism, poor pacing, and poor planning
• Making time to connect to your co-workers and
your customers.
• Work-life balance
Who should lead your workshop? Someone from
human resources who has training in time management
is a possibility. A manager could consult my book,
Delivering Time Management for IT Professionals:
A Trainer’s Manual https://www.amazon.com/
Delivering-Time-Management-ProfessionalsTrainers-ebook/dp/B00V4T0NWG/ref=tmm_kin_
swatch_0?_encoding=UTF8&qid=1531514412&
sr=1-2-catcorr, and adapt its basic information to
your branch situation. You can also bring in a time
management trainer to lead the workshop.

You can create handouts for your workshop attendees
based on those books, if you like.
Here are some very short answers to these topics to get
your workshop leader started:
• Why time management matters
• How much you accomplish each day impacts
on the entire branch. A productive environment
usually means a more profitable one.
• The #1 principle of becoming more productive:
goal setting
• You must set goals, or you and your department
will flounder.
• Setting goals: long-term and short-term – use
the SMART approach originally suggested by
consultant George T. Doran:
• S – Specific M – Measurable A – Assignable
R – Realistic T- Time-related
• Yes, avoid goals that are open-ended. Put a time
on it. “By the end of today” or “By lunchtime” or
“By the end of the month” etc.
• Prioritizing – making sure you get done what you
need to get done
• Ask the question that Alan Lakein posed in his
1972 classic book, How to Get Control of Your
Time and Your Life, what is the best use of my
time right now?
• Avoiding distractions – from others and the ones
you cause yourself
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End the workshop by distributing an evaluation for
the attendees to use to very simply comment on what
their #1 takeaway was from the workshop and how
they plan to apply what they learned to improving their
productivity at work and their life balance.
A significant question to include in the evaluation
is this question: How will you measure that you have
become more productive? This is a useful question to
pose to your workshop attendees/employees because it
helps them to think in terms that emphasize efficiency
as well as concrete measures not just vague ideas like
“getting more done.”
If this first-time management workshop is wellreceived, and you begin to see some definite results,
which I predict you should, you might want to make it
a bi-monthly event or at least every couple of months.
There is scientific evidence for that suggestion:
researchers have found that just the act of being watched
positively influences behavior. If you employees know
that everyone is working toward a more productive
workplace and achieving greater work-life balance,
there is an increased likelihood that getting more done
will be an ongoing concern.

• There are the distractions from technology,
like cell phones ringing, from social media like
reading, or posting to, Facebook, Twitter, or
LinkedIn unrelated to work, or from others, chit
chat when you really want to focus.
• The biggest time wasters and how to overcome
each one: procrastination,
• poor pacing, and poor planning
Some of the key reasons people procrastinate are a
fear of failure that causes delays or just falling into a
bad habit. Pacing oneself – taking a short break when
needed -- leads to greater efficiency. Plan your day so
you get more done including making the most of your
commuting time.
• Making time to connect to your co-workers and
your customers.
Relationships matter. Take the time to talk to your
customers and to your customers and really listen to
what they say. It will make customers and co-workers
feel like your branch and those who work at it really
care and it will reinforce their loyalty.
• Work-life balance –
Yes, workaholics are poor time managers and how
taking the time to enjoy your free time and personal
relationships, hobbies, and “me” time is not just key
to a well-rounded and happy life but to having a more
productive employee.
In addition to providing key information about each of
these topics that will help your employees to become
more productive, I recommend that you divide up into
small groups of four. Have each group elect a notetaker
and presenter. This is the person who will write down
what the group discusses and then report on the group’s
suggestions to the entire group. Give the employees ten
(10) minutes to discuss any of the topics or issues that
you just covered in the training. Remind them that this
is an educational session and they should speak freely.
Call on as many groups as you have time for to share
what they discussed and their solutions that the rest of
the group will hopefully also find useful.

Jan Yager is a sociologist,
time management and
relationship coach, and
trainer whose books
include Work Less,
Do More: The 7-Day
Productivity Makeover;
Put More Time on Your
Side; Delivering Time
Management to IT
Professionals: A Training
Manual; Productive Relationships; and 365 Daily
Affirmations for Time Management. To find out more
about Jan, go to her profile at https://www.Linkedin.
com/in/drjanyager or contact her directly via e-mail:
jyager@aol.com
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BY KENNETH C. BATOR

Traditional Sales Training

Don’t Your Employees Deserve Better?
“Have you had any sales training?” This was one of
the initial questions during my first interview for what
eventually began my career in the credit union industry.
My answer, “Tons!” By the time I had been offered
my first credit union job I had worked two years at a
Citibank branch during college and then another two
years as a registered representative for two different
brokerage firms.
My sales training during those four years took
many forms. There was classroom training which
consisted of explaining the
differences between features
and benefits. There were
scripts that were designed to
help me overcome objections
such as what to say when the
prospect replied, “I need to
speak to my wife first.” And
there was the impromptu
training from the sales
manager that sometimes
began with “Just sell the
(bleep) stock!” That was
one of his more professional
training moments.
Whether it was the
training, my personality, or a
combination thereof I had some success at sales. I won
a number of sales contests at Citibank, one of them
even a regional one among several branches in the
Chicagoland area. I got a plaque and even got to attend
the big dinner attached to the promotion. I wonder
what ever happened to that plaque.
I even had some success in the highly competitive
brokerage world when I won a trip with all of the
other top young brokers in the firm to a meeting at a

resort in Clearwater, FL. Shortly after winning that
trip I found myself interviewing. At the age of 23 the
stress of quotas and multiple sales managers yelling at
me, regardless of how well I was doing, was already
getting to me. I made the wise decision that I didn’t
want to have an ulcer before my 30th birthday.
Then began my credit union career where I could
put my sales skills to good use where management
actually did have an appreciation for them. And where
I always offered a product or service that was of value
to my prospect. My business
development prowess earned
me two promotions over eight
years.
Fast forward to 2001
when I started Bator Training
& Consulting where my
signature service was crosssales training to financial
institutions. By 2003 I had
abandoned
that
program
because I found as a trainer
that trying to provide surfacelevel solutions to deep cultural
problems just doesn’t work!
I finally realized that
after being a sales-person,
then a sales manager, and finally a sales trainer that it
wasn’t about building sales skills in individuals. It’s
about building a sales process with the entire team.
Sure, you can create a few sophomoric sales scripts
with your frontline staff but that doesn’t change a poor
lead-generation effort by marketing. You can throw
incentives at your member-facing employees but that
doesn’t help them to align their mindset with the brand
of the business. You can even threaten their jobs if
29
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they don’t sell – and, yes, I have actually witnessed
this in the credit union industry believe it or not – but
that doesn’t make people change behavior. It simply
speeds up the ubiquitous revolving door for the HR
department.
Again, it’s about the sales process. Or better yet
the business development process. If you have ever
heard me present you probably heard me say how I
love “sales” as a noun but I have little affinity for the
verb “to sell.” Sales are the lifeblood of any business.
However, to sell is a focus on the transaction and
not the individual. For example, the first definition
on dictionary.com is “to transfer goods to or render
services for another in exchange for money; dispose
of to a purchaser for a price.” There’s nothing in that
statement about fulfilling a need or solving a problem.
It’s simply the understanding that a transaction needs
to take place. And I don’t think any of us wants to
“dispose of” something on to a member.
However, when you use “business” as an adjective
in conjunction with the noun “development” you
form a phrase with a positive connotation. “The act or
process of developing; growth; progress.” Hey, there’s
that word process again.
One of the first steps of that process is psychological
and that is explaining that the actions of “hardselling” AND “order-taking” are BOTH negative and
inappropriate for the culture of your credit union. Many
people have a picture in their heads that selling is an
“either-or” activity, i.e. I am either pushing a product
or I am an order taker. And that’s simply not true.
The fact is to not make a member aware of a
service that would be of benefit to him or her is, in
essence, a disservice. The job may not be to sell but it
is to point out how a specific service can legitimately
solve a problem. Once people understand that concept
and that business development is everyone’s job the
task begins to seem less daunting even for some of the
most anti-sales MSRs. You know the ones. The ones
that say, “I wasn’t hired to be a salesperson.” That may
be true but, as one CEO told me once, “Regardless of
your job description, every employee has two tasks:
member retention and member acquisition.”

The next part of the process ironically is to create the
business development process, but not at the strategic
planning retreat or a management team meeting. Then
it’s just one more directive coming down from the
top…one more that staff probably won’t be passionate
about and will, at best, go through the motions to
adhere to.
As Lee J. Colan, Ph.D. said in his book, Leadership
Matters, “People support what they help create.” I
advocate building a cross-functional team to create the
process from the ground up. Then it’s their process or
their peers’ process and not management’s. Depending
upon the size of the credit union I advocate having a five
to eight person team to build the business development
process from the ground up. The team might look
something like this: one teller, one personal banker,
one IT professional, one marketing professional, and
one finance professional.
You may ask “Why on earth would you want
someone from IT or finance on a team to create
a business development process?” As with most
systems, the process is going to effect most if not all
departments in the organization. Wouldn’t it be a good
idea to have IT and finance on board before there’s
a problem in a portion of the business development
process that effects either department? Otherwise
there will be the ubiquitous argument of IT saying that
marketing doesn’t know what it’s doing and marketing
saying that finance is the anti-sales department. You
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can be offered and what can’t in order to earn the
business. This way there are no surprises and frontline
staff don’t mistakenly make a promise to the member
that can’t be kept by the credit union.
This is a simple but good example. Everyone’s
on the same page. Everyone has buy in. Everyone
understands the role they play in the process. And, guess
what, no one has “to sell.” The branch professionals
can be in the business development zone and simply
present the facts to the member. You can either help
them with a better deal or not. You can also point out
when their deal and your offer is an apples to oranges
comparison and what the difference means them.
Doesn’t that sound better than teaching features and
benefits or passing out some surface-level sales scripts?
If it doesn’t you can always resort to the training that
I had in my early years by telling your frontline staff
“Just sell the (bleep)!” and hand them a script to help
them to keep the prospect from talking to his or her
spouse.

want everyone that will be involved at any level to
have some buy-in, be on the same page, and resolve
obvious problems before they happen.
Here’s an example of a simple process that could
be created by the team. Say the credit union is losing
business to direct mail pre-approvals like SoFi or local
car dealerships. You know that over 80% of the time
the credit union could have offered them a better deal
but you don’t hear about it until after the member takes
the offer and has obtained a loan somewhere else. So
the team develops a process such as this:

Ken Bator is the author of The
Formula for Business Success
= B+C+S and the founder of
Bator Training & Consulting,
Inc. (BTC). Credit unions hire
Ken to create environments
where employees actually want
to come to work and members
want to keep coming back. BTC accomplishes this
through a combination of Branding, Culture building,
and Strategic planning. This is the unique B+C+S
Formula created by Bator and featured in his latest
book. To have BTC assist your credit union in creating
a differentiating and engaging experience, contact Ken
directly at 714-681-2821
or kbator@btcinc.net.
Learn more about BTC’s
training and strategic
planning sessions at
www.btcinc.net.

Marketing develops a campaign with brand messaging
such as “Bring those deals you get in the mail into us
for a review. We’ll let you know if we can do better
or if those other guys really do give you an offer you
shouldn’t refuse.” Either way we’ll give you a free gift
for coming in to talk to us.
The branch personnel having worked with
marketing on the concept are already set up for success.
They know exactly what the program is and what to
say when a member walks in or calls. They even know
what the free gift is. You would be surprised as to how
many times it is the “free gift” that is the disconnect
between marketing and the branch staff.
IT sets up a program in the system to track the
success of the process. They also create an online form
for the website for those that want to participate online.
And finance has already provided parameters of what
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Social Media’s Impact on Today’s
Financial Decision Behavior

S

ocial media is a staple of everyday life, and
most financial institutions are spending
time, money and effort to build their profile
on social media. In that light, Raddon
explores the influence of social media on
consumers’ financial decision process in our recent
study, Payments Insights: Rise of the Digital Pioneers.
The typical consumer has been well aware for some
time now to not believe everything they read or
hear on the internet. However, after consuming so
much information from so many sources, what sort
of influence does that have? Maybe more than the
doubters think. Raddon’s research finds that overall,
30% of consumers say that information or advice they
found on social media are influenced them to purchase
a type of product or service. When it comes to making
a financial product or service purchase decision, the
odds increase, influencing almost 4 out of 10 of us.

Consumers are most likely to gather financial product
information from a social network site (e.g. Facebook),
followed by a blog, but as a whole they remain cautious
to the accuracy of the information they’re getting.
When asked how confident they are in the information
they received, fewer than a quarter (23%) of consumers
are very confident/confident.
There’s even more caution when clicking on
financial advertisements. Thirty-four percent of the
time, consumers will click on a product or service
advertisement, but if a financial institution is advertising
a product or service, the percentage of clickers drops
down to 15%.
Among these behaviors, we see consistent trends
that transcend throughout the financial industry.
Younger national consumers (think Millennials)
are more likely to gather financial information from
social media, they have higher confidence levels in the
information they’re obtaining online, and they show
a higher likelihood to click on
advertisements from a financial
institution, compared to older
generations. Much of this could
simply be due to their comfort
and familiarity with technology.
Or perhaps, it could be due to
the generation’s openness and
appetite for education when
they’re faced with financial
decisions.

Source: Raddon Research Insights
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When Raddon asked respondents if they had seen a bank or credit union advertisement or web page online
through social media or blogs, 23% said they have. However that number jumps to 31% when asked if they’ve
see an advertisement of any of the institutions they currently use or do business with (which may have been how
they began business with the institution in the first place). Of all financial institution types, major banks tend to
have a perceived larger presence online, 36% consumers who do business with a major bank know they have a
presence on a social networking site, followed closely by multi-state banks.

Source: Raddon Research Insights

Interestingly, consumers who are aware of their institution’s online presence, and/or who have clicked on online
promos or ads are not deterred from the financial institution’s branch. In fact, they show higher usage levels not
only in the lobby/drive-up, but also higher ATM usage, debit card usage, as well as mobile and online banking.
Arguably, a consumer who is aware of their institution’s online presence and promotions, shows higher levels
of engagement and activity.

Source: Raddon Research Insights
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Here’s the problem though. While an online presence
via social networking sites is certainly important for
any financial institution, only 12% of consumers have
ever visited their financial institution’s networking
site. Even among the more online Millennials, only
18% have visited their FI’s social media site.

Utilizing social media and blogs is a very natural
way today to establish a relevant brand, educate, and
provide outreach for consumers, but that channel still
only reaches a fraction of an institution’s customer
base. And with changes coming to Facebook to limit
visibility from businesses and media, social networking
may become less important to your strategy moving
forward.
Consumers say they are
influenced by financial information
they’ve obtained online, but if the
delivery of financial information is in
the shape of an advertisement or feels
like a sell, the consumer is more likely
to put their guard up. Consumers
show higher levels of awareness if
their financial institutions have ads
or web pages on social networking
sites, but overall, utilization levels or
visits/clicks trend low, and may not
rise as quickly as we would hope.

Source: Raddon Research Insights
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BY GENE PRANGER

Stress-Free Banking

How to Wow Your Customers With Mobile
Video

A

frazzled mom drops by the branch to apply
for a car loan. Her 4-year-old twins race
across the room and loot the lollipops. She
shrieks as one of them smashes a snow
globe.
The trailblazing team at Pioneer Federal Credit
Union in Mountain Home, Idaho, can chuckle at
chaotic scenes like this. Instead of making everybody
cram into the branch, Pioneer offers mobile video
banking with the help of POPin Video Banking
Collaboration. Through the platform, members can use
their smartphones to check account balances, change
PINs, apply for loans, sign documents, transfer money,
and more—all from the comfort of their living rooms.
“It’s so fun to watch them on-screen while you’re
helping and know their kids are happy and it’s a stressfree transaction,” says Tracey Miller, Vice President of
Branch Operations for Pioneer Federal Credit Union.
Mobile video is the future of banking, and the
future is now. Two-thirds of Americans rely on digital
banking as their primary channel, according to an
American Bankers Association survey conducted
last year. Mobile banking is also accelerating among
millennials, showing that traditional branches must
continue to evolve to serve members on their terms.
“The fact that we can service the hours we do at a
credit union our size is pretty remarkable,” Miller says.
“Our members have really become accustomed to the
convenience.”
Miller recounts how a Spanish-speaking member
recently visited the branch, but Pioneer didn’t have a
Spanish speaker on duty. No matter—the teller used
her own phone to contact somebody in the video call

center who spoke Spanish and was able to provide
immediate assistance.
“The member was absolutely blown away,” Miller
says. “Now he knows he doesn’t have to come into the
branch. He can reach a Spanish speaker on his phone.
The mobile video platform has made it so much easier
for our members, and it’s made it easier for our staff,
too.”
Miller expected millennials and military members
to embrace this exciting new technology. But she was
surprised to also hear from elderly members, who
cherish the ability to handle their banking from home
and would rather not have to ask for rides to the branch.
After the introduction of POPin, Miller recalls one such
member commenting on her renewed independence,
saying, “You’ve given me my life back.”
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Making It Easy for Your Members to Do Business
“There was no hesitation from a cost standpoint,”
she says. “It’s very, very easy to meet ROI on this,
With You

and exceed it, because you are opening up so many
different channels. We track all of it and we’ve seen
the advantages. The price wasn’t even a blip on our
radar.”
Miller’s team was off and running immediately
because she already had a video call center handling
requests from her ITMs. As more of the credit union’s
members have adopted digital banking, she has
increased her video staff. Miller recommends starting
with a soft launch and throttling demand by initially
limiting the number of products and services you offer
over video.
“Make sure you have a strategic plan for how
fast this can grow or how you’re going to control the
volume for your deployment,” she says.
Pioneer’s transition to mobile video went smoothly
in part because the POPin team helped Miller’s crew
build its workflows on the platform.
“It truly felt like one team working toward the
same strategic plan and the same vision,” she says.
Miller also recommends that you market your new
technology internally to employees. You need to show
them the vision for how mobile video can improve the
customer experience and help them reach their goals.
She adds that it is equally important to make your
members feel comfortable using the platform.
“The first touch is the scariest touch,” Miller notes,
but once people try the app, they love it and they’re
hooked.”
After all, your members don’t have to be mothers
of restless toddlers to recognize the advantages of
doing their banking on their smartphones and tablets.
Most of them appreciate face-to-face customer service
no matter where life takes them.
“If you want to come see us at the branch, we’re
happy to be there,” Miller says. “However, we want
you to do it at your convenience. That one day that
you’re on vacation, and you can’t get to this branch,
and your debit card isn’t working, pick up this app.
We’ll make sure that your card is working, so your
vacation isn’t interrupted.”

Not only does a mobile video platform enhance the
customer experience, but it also increases sales, claims
Luke Campbell, Vice President of Sales and Service at
Southwest Financial Federal Credit Union in Dallas,
Texas.
Campbell remembers how his team once lost
loans because they struggled to collect the necessary
documents. Often, the fax machine malfunctioned or
members forgot to email the right attachments. But
the POPin mobile video banking platform allows
his employees to capture signatures on the spot and
confirm that they have all the paperwork.
“I want to unplug the fax machine,” Campbell
says. “I don’t want to use it anymore.”
Southwest has already made much bolder moves
than unplugging the fax machine. The credit union
closed its Houston branch when it realized it could
service those members more efficiently through a
digital branch structure, allowing it to cover far more
ground while controlling costs. Even though Southwest
now only operates one branch in Dallas, its team serves
Kroger grocery stores and affiliates across Texas and
Louisiana.
“We don’t have a big physical footprint,” Campbell
says. “But we feel that our digital footprint is huge and
there are no limits to what we can do with that.”

Implementing Mobile Video With Existing Budgets
and Teams

Many credit union executives and branch managers
know the benefits of video banking, thanks to the
proliferation of Interactive Teller Machines (ITMs),
pioneered by uGenius in 2008. But some still fear they
can’t afford to invest in the technology, given ITMs
can cost $100,000 per machine. Others worry they
won’t be able to staff their video call centers to handle
the demand.
But Pioneer’s Tracey Miller says her mobile video
banking platform, which cost considerably less than an
ITM, was so affordable and easy to use that it never
raised any concerns with her CEO or board.
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After helping build 500+ branches across 20+ years, Gene Pranger is among the
foremost experts on video banking technology. Pranger created the original video
banking platform, the Interactive Teller Machine (ITM), with uGenius, which sold
to NCR Corporation in 2012. He then harnessed mobile video with his latest
venture, POPin Video Banking Collaboration, for banks and credit unions, which
finally places a virtual branch in everyone’s pocket.

38
B R A N C H

B U S I N E S S

|

N O V E M B E R

2 0 1 8

|

B R A N C H B U S I N E S S . U S

BRA NC H
ST RATEG I ES

BY CHAD DAVIS

Branches Need to Lean on More HR
Data Driven Approaches
The combination of human capital and workforce
management data helps to clear the path for more
strategic approach with branch staff

T

echnology is rapidly changing our worklives, and there are no signs of it slowing
down. Even HR is becoming increasingly
data-driven and is having a strategic
impact on the bottom-line. The challenge
in credit unions is finding an HR approach that brings
all the information about employees and workforce
performance across the organization together to
optimize execution of the human capital strategy.
For example, a teller supervisor wants to make sure
their branch is fully staffed with the most productive
employees on Friday afternoons, the busiest time of
their week. To ensure high-quality member service, she
wants to schedule employees most likely to be there
on time and meet or exceed members’ expectations for
timely, accurate, and friendly service.
Toward that end, the teller supervisor turns to her
credit union’s workforce management solution. She
reviews data on the available employees to determine
which ones to schedule based on cost, seniority, skills,
and attendance record. But that’s not the only information
she could consult to make sure the team scheduled to
handle peak traffic efficiently and effectively are among
the credit union’s strongest performers. It would also
be helpful to add in performance history, including
sales, service, and product proficiency, which might be
available through a human capital management (HCM)
solution.

Without that information, the manager is basing her
staffing decisions on partial data, a drawback that could
negatively impact member service and sales results.
A system that integrates workforce management and
HCM and centralizes all available HR data in one place
can streamline operations and enable a more complete
understanding of business performance.
That’s one of the scenarios—and solutions—
shared in a new ebook from Kronos, “A Unified
Approach: The Integration of HCM and Workforce
Management.”

Workforce management vs. HCM

Workforce management and HCM may seem like
synonymous, or at least closely related, terms.
However, much of the software offered under these
labels was initially developed and has continued to
evolve in distinct directions. Bersin by Deloitte notes
that the term human capital management “represents
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recruiting, onboarding, performance management,
staff development and advancement, and retention.
Accomplishing that goal is only possible if the credit
union can combine all available sets of data to drive
more effective decision making and enhance business
results—so the organization can bridge the gap
between tracking employee work and tying it to overall
financial performance.
Credit unions are serving an increasingly diverse
field of membership with a wider range of products,
services, and delivery channels than ever before, and
they rely on an equally diverse workforce to do so.
More than a third (35 percent) of Americans on the
job today are millennials, ages 22 to 37, who expect
employers to use state-of-the-art technology that can
help them manage their work experience. At the same
time, 19 percent of people ages 65 and older are still
working at least part-time. That span of age, education,
on-the-job experience, and expertise with both personal
and technology-powered member services can work to
a credit union’s advantage if it has the best tools in
place to deploy and manage its workforce.
Many other business units across credit unions are
tackling the same challenge. For example, marketing
is looking for ways to pull together data from diverse
systems to better personalize offers to members, and
lending software is becoming increasingly sophisticated
in wielding information required to complete the loan
process and identify other ways to build member
relationships. Along the same lines, a unified HCM
solution can help credit unions simultaneously improve
the many processes inherent in HR and ratchet up
financial outcomes.
Here’s another example of this dynamic in action,
adapted from the Kronos ebook: When placing reports
from two systems side by side, the call center manager
can see that the rate of members waiting on hold from
8 to 9 a.m. past the targeted service standard coincides
with a number of employees regularly arriving late

the entire range of practices and processes for managing
people in an organization—which is a superset of talent
management.” However, HCM technology systems,
for the most part, have been engineered to support
management of salaried professional staff, while
workforce management systems focus on employees
paid by the hour.
The result is that employers may rely one system to
manage salaried employees’ performance, professional
development, and compensation and benefits and
another to manage, schedule, and pay their large
nonexempt/hourly workforce. Or they may maintain
several systems for scheduling, payroll, benefits
administration, performance management, and other
key functions.
In either case, it is difficult to bring all of that data
together to develop, implement, and monitor progress
toward human capital strategies and to comply with
local, state, and federal workforce regulations.
“To stay competitive, mitigate compliance,
and drive business growth, it’s time to think more
strategically about your entire workforce, the practices
and processes required to effectively manage, engage,
and retain all your people; and the technology that’s
needed to put your HCM strategy to work,” the Kronos
report recommends. “In short, it’s time that HCM
technology offered a unified system to bring the power
of workforce management solutions to the practices
and processes involved in executing your holistic
HCM strategy.”

Bridging the gap

HR professionals work with managers throughout
the credit union to guide its most valuable asset—
its people—to become more effective, more
productive, and more engaged throughout the
employee lifecycle. The goal of investing in HCM
and workforce management software is to support
and improve outcomes across the stages of that cycle:
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management were previously clunky and inefficient,
your users now have the data and insights they need to
be more effective in their roles.”

for work. An HCM solution that consolidates all
employee data might help the manager see a pattern:
The most frequent offenders all live 15 or more miles
away and, given regular traffic gridlocks near the call
center, likely deal with daily commuting headaches.
Having identified the root cause, the manager can
now work with staff to select and try out a range of
possible solutions, from adjusting work schedules to
subsidizing public transit passes.
“A unified system empowers your organization to
notice gaps, link relevant employee data easily, and
make informed, timely decisions that engage employees
and drive business performance,” the report suggests.
“When workforce management works with HCM,
your organization has a well-oiled machine working
in the background. Whereas capacity planning and

Chad Davis is
senior industry
marketing manager,
Financial Services
Practice Group,
Kronos, which is
a leading provider
of workforce management and human capital
management cloud solutions. Kronos’s industrycentric workforce applications are purpose-built for
financial institutions of all sizes. Chad can be reached
at chad.davis@kronos.com.
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BY KEVIN STEEL

Resorting to Market-Based
Branch Staffing Could Cost More
Than You Think

T

he challenge of staffing branches with
a cost-effective approach still remains,
especially when stacked up against the
pressures of member expectations for
prompt service. These days, credit unions
are viewing branches as sales centers as opposed to
transaction hubs which as a result may have an impact
on staffing levels. The issue begs the question: Should
credit unions continue to schedule employees to meet
current demand, or instead aim to expand personnel to
meet ambitious sales goals?
Personnel expansion to meet sales goals, also
known as market-based staffing, or as I like to call it
“The Field of Dreams Strategy” - since it seems to be
based on the idea that if you build a branch, members
will flock to it. However, that is a rare case, and
despite how successful the execution of new branch
may be, the lobby traffic accumulates over time. And
for existing branches, setting high sales goals and then
staffing to meet them does not necessarily translate to
success. Frontline staff can only sell to accountholders
who walk through the door.
The demographics of a particular area aligned with
the specific goals for developing it usually makes the
scheduling and deployment of staff an aspirational
task with market-based staffing. A standard goal for
a branch could be to produce 50 mortgages and 500
new accounts, so the need for a staff on board that can
handle all the members required to make those sales
goals a reality is crucial. But without materializing

those members in a short time frame, what you
have instead is idle staff and unproductive operating
expenses.
Given these challenges, a more efficient, simplified
approach leverages technology advances to track
branch transaction patterns so managers can schedule
employees for the current volume of interactions, with
the flexibility to staff up quickly as demand picks up.
Think of it as “just-in-time staffing”—assigning the
right financial professionals in the right branches at
the right time. Several strategies, data sources, and
automated tools support optimal staffing across the
branch network, including:
Apply demographic data in a relevant way. Age,
household size and income, employment patterns, and
your organization’s current market share and growth
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that frontline employees are staffed appropriately and
can provide the services accountholders request as
efficiently as possible.
With the help of these digital assists, you can also
identify typical idle periods and time-block schedules
for secondary duties such as sales calls to new and
prospective members. Adopting a nimble, responsive
approach to scheduling holds down staff costs without
sacrificing member expectations for quick service.
Get advanced notice from members in scheduling
to proactively meet demand. Offering account-holders
the option to schedule an appointment via a convenient
mobile app does double duty in meeting their needs and
providing crucial data to optimize scheduling. When
members take advantage of the ability to schedule a
consultation, branch managers know what services
accountholders want and when and where they will
arrive, so well-trained financial professionals can be
scheduled to be standing by to serve them.
Monitor the bottom line numbers. Overscheduling
branch staff beyond demand unnecessarily increases
what is already the largest non-interest cost category
for financial institutions. Better track this expense with
sophisticated analytics tools that help manager visualize
the impact of possible overstaffing. The old saying,
‘what gets measured, gets managed’ applies perfectly
here. Regardless of the scheduling strategy you

potential are valuable data points in scouting branch
locations and planning and honing marketing. By
all means, use this business intelligence to develop
opportunity profiles of existing and future branch
territories. But market-based staffing goes a step too
far in scheduling employees based on demographic
potential—in effect, putting the proverbial cart before
the horse by staffing for expectations rather than reality.
Frontline employees should be out in full force
for the grand opening of a new branch to greet and
serve existing, new, and prospective members. But
on a regular basis, aim to right-size schedules with
sophisticated scheduling approaches to meet the current
volume of member interactions. Rather than staffing to
handle sales goals, mine your core processing system
and rely on staff scheduling software to track evolving
transaction volume and service patterns across your
branch network so managers can more accurately
forecast where employees should be stationed when
members come calling.
Build demand while building staff to meet it.
There’s good news and bad news in the 2017 Teller
Line Study from FMSI, a Kronos company. For the
first time in 25 years, the rate of average monthly
transaction volume per branch is trending up, from
7,000 service interactions in 2012 to the current average
7,700. Transaction volume will likely never return to
the 11,700 posted in 1992, but that 10 percent increase
in recent years indicates that banks and credit unions
are right-sizing their branch networks and staffing to
meet current demand more efficiently.
The same study indicates that there is still much
room for improvement, with average number of
transactions per teller hour continuing to decline, from
15.6 in 2012 to 14.9 five years later, as labor costs per
transaction rose from $1 to $1.19 over the same period.
Staff scheduling and lobby tracker software provide
valuable data to chart current and recent branch volume
and types of transactions to guide smart scheduling so
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choose, whether its market-based staffing or staffing to
demand, you should keep track of this information to
help understand the return on investment per approach.
Instead of staffing your branch to meet service
goals, consider investing in marketing campaigns to
drive traffic to your branches instead. Perhaps use
messaging around having convenient locations staffed
by knowledgeable professionals who can help you
manage your money to achieve your financial goals.
If you sell your branches and staff them efficiently,
people will come—and that’s when staffing should be
expanded to meet demand.

Kevin Steel is the Industry Principal/Financial Services
with Kronos (www.kronos.com).
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BY KENT ZIMMER

What is “Innovation,” and How Do
You Do it?

T

ry Googling “changes in financial services,”
and you’ll find a dizzying number of
technology apps and other tools that
continue to evolve the banking industry.
That isn’t surprising. With virtually
every industry experiencing digital transformation,
consumers are demanding greater convenience in all
aspects of their lives—shopping, travel, entertainment,
healthcare, education and, yes, financial services.
Keeping up with traditional competitors and new
entrants, like fintech startups and retailers that offer
financial services, requires innovative solutions.
Companies across the spectrum are looking for ways
to enhance their product and service offerings, and
many are doing it by attracting attention to their newest
“innovation.” Yet, often the only thing new is the
packaging or the name.
But what, exactly, is innovation? Webster’s
says it’s a “new method,” or the “introduction of
new things.” My thesaurus likens it to “modernism,”
“newness” or (Heaven help us) “cutting edge.” Scott
Berkun, author of The Myths of Innovation, wants to
ban the word altogether, noting that “innovation” is so
overused it’s become a buzzword that is quickly losing
value.
Berkun is an innovation and management expert
who is frequently requested to write and lecture on the
topic. His goal is to help professionals understand the
process behind the result. Far from being the quickly
inspired magic some believe, Berkun says most
innovations come from “dedicated people in a field
working hard to solve a well-defined problem … what
matters is the ability to see a problem clearly, combined
with the talent to solve it.”

The hard work of innovating

The innovation process is challenging; to do it well
requires a methodical approach. While “lightbulb”
moments do occur, most often they are backed by
months or years of hard work. To help its credit union
owners build a framework to enhance idea generation,
MEMBERS Development Company recently
partnered with futurethink, an innovation training firm.
Futurethink CEO Lisa Bodell stresses the importance
of building creative skills by encouraging a culture that
makes time for thinking instead of always doing.
Organizations looking to innovate should consider
these tips:
• Make time for thinking. Rather than working
harder or longer, make time for managers to
reflect on issues they can solve. One example
might be pushing a minor approval process
down on the organization chart, freeing up the
manager’s time.
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include reducing complexity and searching for ways to
streamline operations, encouraging team members to
ask questions like “what if we could … ?” or “why do
we always … ?”
Some of MDC’s current projects include the following:
• Robotics Process Automation (RPA). RPA,
or “white collar robotics,” refers to automated
processes that can perform highly repetitive tasks
primarily focused on moving data from one place
to another (e.g., one system to another), 24/7. The
benefits are significant, with staff freed up to work
on more valuable and productive activities, such
as helping members with complex concerns or
advice. It also improves accuracy and generates
a substantial ROI. What’s more, the automation
“bots” are relatively easy to set up and test.
• Student Loans. Of course, many innovations
aren’t directly inspired by new technologies.
June 2018 data from the Federal Reserve shows
total U.S. student-loan debt has now topped $1.5
trillion, with more than 44.5 million 2017 college
graduates holding loans averaging $39,400. The
student-loan crisis isn’t just a sizable problem
for your members and employees, but also for
the broader communities credit unions serve,
as heavy student debt burdens are affecting life
decisions about marriage, home ownership, and
more. MDC and its owners are working on ways
credit unions can address this crisis, such as
finding ways to refinance their members’ debt or
to assist members in accelerating their ability to
repay their debt as well as other services.
• Auto-Sharing.
Millennials
are
already
accustomed to online services that offer home
delivery for everything from dog food to diapers
and provide streaming movies and TV shows to
any device. Increasingly, younger consumers are
choosing to forego car ownership in favor of ridesharing services like Uber and Zimride, as well as
car-sharing alternatives like Fair. Credit unions
need to prepare for dramatic decreases in their
auto-loan portfolios as personal transportation

• Ponder all ideas presented. No suggestions
should be rejected out of hand. Sometimes, the
the benefits. Make sure everyone’s voice is heard,
but beware of making busy work instead of actual
improvements.
• Understand the background of a proposed
initiative. Anytime a new product, process or
delivery service is considered, it must be doable,
affordable and have value for a market that’s
willing to pay for it. It’s critical for participants
to know the history behind a proposed initiative,
including the issues involved and why some fixes
may be flawed.
• Take the time needed to develop the best
solution. Finding the best answer to a difficult
product or service need requires knowing how it
affects everyone involved. Make sure to consider
the effect on staff directly involved, various
departments and, of course, the members.
• Avoid kneejerk reactions to member requests. It’s
important to pay attention to member complaints,
but the initial reaction is often to fix the problem
by adding more procedures. Instead, use your
time figuring out how to streamline functions
that are sucking creativity and keeping your staff
from more meaningful work.

Fruit of the labor

Over the past 18 years, MDC’s staff and owners
have researched and developed numerous products,
services and delivery systems, while also serving as an
incubator for new specialty companies created to meet
specific member needs. Drawing on a key principle
from credit unions’ cooperative roots, MDC’s
owners promote creative thinking by collaborating
on competitive issues and finding new ways to serve
members in a digital world. Each year, we select
resourceful, committed staff from owner credit
unions to participate on MDC’s Innovation Council,
where they work alongside our staff and outside
consultants on initiatives chosen by owners. Goals
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moves in a new direction. MDC is looking into
alternatives to traditional consumer options,
such as car sharing and subscription services
which allow credit unions to offer all-inclusive
packages that include vehicle maintenance, repair
and insurance.
• Member Score. With the increasing use of online
and mobile services, it’s hard to develop the
personal relationships credit union staff typically
fostered with members in the pre-digital age (and
the insights credit unions developed from them).
In response, MDC is developing a member
scoring system that considers diverse information
about a member like their account history,
number of CU services used, and the amount of
assets under CU management to establish which
member relationships are the most valuable and
reliable–and which members could be eligible for
higher tiers of service.

Kent Zimmer, Director of Finance for MEMBERS
Development Company has deep experience in
concurrently leading multiple business verticals
in dynamic environments, as well as streamlining
operations to increase cost efficiencies. He can be
reached at kent.zimmer@membersdevelopment.com.

Using innovation skills to help credit
unions meet the challenges ahead will
strengthen their position. Upon his
graduation from Oxford University, the
late great thinker and physicist, Stephen
Hawking, said “Intelligence is the
ability to adapt to change.” Although
it’s difficult for a single credit union
to keep up with the changes facing our
industry, a network of credit unions
sharing their knowledge, experience
and ideas while working together on
R&D can help us all to think more
creatively for the benefit of our industry
and our members.
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