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Agile Credit Union Operations

At Cornerstone Agility, we know that transformation takes time. Drawing from our
experience with more than a dozen Credit Unions across the country, we've learned that
successful transformations require patience and perspective...time to design a customized
approach, time to implement meaningful change, and time to reflect and adjust based on
real-world results. We've witnessed firsthand how quick-fix solutions often fail to deliver
sustainable value, which is why we've partnered with Credit Unions to build a
comprehensive model to improve the way they deliver member value!

Our Agile CU Model has emerged from years of hands-on work with Credit Unions ranging from $500
million to $10+ billion in assets, all facing similar challenges despite their differences in scale around
six key pillars:

Lean-Agile Leadership

Lean Portfolio Management

Value & Product Delivery

Organizational Agility

Technical Excellence

Change Management & Relentless Improvement

oOunhwWNR=

Our model is centered around member centricity and provides a proven framework for Credit Unions
seeking to enhance their agility while preserving the member focus that makes them unique. The
more teams we partner with, the more we will continue to mature staying true to the spirit of the
Agile Manifesto, our belief in the notion that "We are uncovering better ways of delivering value by
doing it and helping others do it too."

As we learn more, we will continue to mature this model in support helping meet the needs of our
partners, the communities they serve, and most importantly, their members. We are here to help
you learn. We are here to help you change. We are here to help you grow. We are...Cornerstone
Agility.
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The Agile Credit Union

Credit Unions face unprecedented challenges: rapidly evolving member expectations, fierce
competition from both traditional banks and digital-first fintechs, increasing regulatory
complexity, and accelerating technological change. In this environment, the traditional
operating models that served CU's well for decades—characterized by functional silos,
annual planning cycles, and sequential delivery processes—have become significant
limitations. In response, forward-thinking Credit Unions are embracing agility not as a set of
IT practices, but as a comprehensive approach to delivering member value.

Digital-first solutions and advancing technology are transforming the banking industry at an
unprecedented pace. Meanwhile, members expect their CU to deliver simplified, convenient banking
services without sacrificing the personalized touch and community focus that have traditionally set
Credit Unions apart.

This is where operational agility becomes the key differentiator.
Credit Unions that maintain traditional, siloed approaches to operations will increasingly struggle to
keep pace with member expectations and market demands. Those that embrace agility in re-imagining

how they work, collaborate, and deliver value—will thrive in this new environment.

For Credit Unions today, the choice Is simple: Embrace change, or risk falling behind.

Agile Credit Union Operations
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Executive Summary

At its core, "Agile" for Credit Unions means the ability to sense and respond quickly to
changing member needs while maintaining the personal touch and community focus that
differentiates Credit Unions from other financial institutions. It's not about abandoning
stability or control—rather, it's about creating adaptable systems that deliver reliable
member value even as conditions change.

The Agile Credit Union organizes around member journeys and experiences rather than internal
functions, makes decisions based on outcomes rather than activities, delivers value incrementally
rather than in "big bang" releases, and continuously learns and adapts based on member feedback.
This approach enables CU's to compete effectively while also preserving and enhancing the
member-centered values that have always been at the heart of the Credit Union difference.

This guide provides a comprehensive framework for transforming your Credit Union
operations to deliver exceptional member value in a changing world.

Achieving Business Results

Business Agility Delivers!

Accomplish a faster Time-to-Market by 30-75%

Improve the Quality within the system by 25-75%

Increase organizational Productivity by 20-50%

Experience higher employee Engagement by 10-50%
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Uncovering the truth...
What to know about Credit
Union Operations in 2025!

2025 SWOT Analysis

Using the SWOT Analysis approach can provide Credit Unions the ability to identify key drivers of
organizational strategy. Taking the opportunity to uncover these truths can support the definition

or adjustment to your Strategic Themes, Lean Portfolio and alignment of your CU.

Strengths

The Member-Centric
focus drives results in
support of the products,
services and experiences of
the organizations purpose.

Company culture for
Credit Unions is often one
of the leading reasons why
people are attracted to the
CU or why they stay.

Ability to embrace change
in the organization tends to
be easier, faster, cheaper
and less disruptive within
operating size of the CU.

The non-profit status of
Credit Unions allows for
the opportunity to respond
to change within shifting
community and member
needs.

Weaknesses

The shifting membership
dynamics present
challenges in sustaining and
growing membership bases
int the future.

Limited access to new
technology may lack
accessibility to the needed
capital needed to make
technology investments.

Membership restrictions
remain a weakness for
many of the smaller CU
opportunities based on
their operating charter.

Traditional Org-wide
Silos continue to challenge
the ability to communicate,
collaborate, commit and
deliver value in support of
the member experience.

Opportunities

&

« Enablement of Al & BI
technology approaches
could allow Credit Unions to
unlock new levels of data &
interaction opportunities.

New member attraction
should become a mindset
shift to attracting the next
generation of Credit Union
membership.

Embracing an Agile
Approach that will enable
CUs to address many
organization challenges to
unlock your potential.

Mapping your Value
Streams in identifying
where the value flows
through your organization
can provide the needed
insights for new investment.

Threats

Fin-Techs are still taking
the lead in the competition
threats within the financial
services industry as a whole
with their product focus.

Market consolidation
continues to be a major
challenge for smaller
organizations allowing
fast-tracked growth.

Commercial banking
dominance will continue to
be a challenge with
lower-fee availability and
new product development.

Leadership buy-in to lead
change is a challenge for
most organizations.
Keeping the old cognitive
biased thoughts will hinder
your ability to progress.
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Credit Union Operations

Through our partnership with Credit Unions across the country, we've identified six key
pillars that together create the foundation for Credit Union business agility: Lean-Agile
Leadership, Lean Portfolio Management, Organizational Change and Continuous
Improvement, Product and Value Delivery, Team Agility, and Technical Excellence.

By addressing all six pillars in an integrated approach, your organization can develop the capability to
adapt quickly to changing conditions while consistently delivering the exceptional experiences your
members expect—not just today, but for years to come.
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The Member Is the Focus

Member centricity provides the "true north" that aligns all six pillars of the framework, ensuring that
leadership decisions, portfolio investments, change initiatives, product development, team activities,
and technical capabilities all converge to deliver exceptional member value. When member centricity
becomes embedded in the Credit Union's culture, employees at all levels instinctively ask, "How does
this create value for our members?" before making decisions - transforming the organization from
inside-out thinking to outside-in thinking focused on the people the CU exists to serve.
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Lean-Agile Leadership

The success of any Agile transformation begins and ends with leadership. Without
strong, committed, and aligned leadership, even the best-designed transformation
initiatives will struggle to gain traction or deliver sustainable results. In Credit Unions
specifically, leadership plays an especially critical role in transformation success due to:

« The complex regulatory environment that can create hesitancy around change
« The traditions and history that shape credit union culture

« The need to balance member experience with operational efficiency

« The critical nature of financial services that demands reliability and trust

Leadership is the accelerator (or brake) on transformation. Leaders either amplify change efforts or
inadvertently dampen them through their words, actions, and—most importantly—where they
focus their attention. Leadership sets the tone for any transformation. In credit unions, where
culture and values play such a central role, leadership's approach to driving the transformation is
especially critical. Lean-Agile leaders need to:

Lead by Example

Create Alignment & Clarity

Remove Obstacles & Manage Dependencies

Drive the Transformation & Cultural Change Forward

By launching the Agile Leadership Team, we create the framework for driving transformation
through leadership.

How it was built:

Define the reason for change

Create the Transformation Roadmap
Establish the Agile Leadership Team (ALT)
Empower Agility through Role Clarity
Lead & Manage the transformation!
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Lean Portfolio Management

Lean Portfolio Management is the practice that helps Credit Unions systematically answer four
critical questions about their portfolio of initiatives: Are we working on the right initiative(s),
at the right time, with the right people, and can we afford it? By applying lean principles to
optimize the flow of value from idea to delivery, this approach provides Credit Unions with a
structured framework to evaluate each initiative against these essential criteria.

Key Elements of Lean Portfolio Management

« Strategy and Investment Funding: Establishes portfolio vision, strategic themes (OKRs), and funding mechanisms to
ensure investments align with organizational objectives and deliver maximum value.

- Agile Portfolio Operations: Coordinates the execution of value streams and the organization through lightweight
processes that enable rapid decision-making and adaptive planning.

« Lean Governance: Provides oversight and decision-making authority through streamlined governance practices that
eliminate bureaucratic delays while maintaining appropriate controls.

« Portfolio Context: Defines the organizational structure, roles, and responsibilities needed to support portfolio execution
and value delivery across the Credit Union.

« Portfolio Performance Management: Measures and monitors portfolio health through key performance indicators and
metrics that drive continuous improvement and strategic alignment.

Credit Unions should embrace Lean Portfolio Management because it transforms how they deliver value to
members by ensuring every initiative directly supports member needs and organizational strategy. This approach
eliminates waste in project selection and execution, allowing CUs to maximize their limited capacity while
accelerating time-to-market for new products and services.

By implementing systematic decision-making processes, your organization can respond more quickly to changing
member expectations and competitive pressures in the financial services landscape. The framework also
provides transparency and accountability that strengthens stakeholder confidence and enables better risk
management across the portfolio. Ultimately, Lean Portfolio Management helps you achieve sustainable growth
while maintaining their mission-driven focus on serving their communities.

How it was built:

1. Set Strategic Direction

2. Shift from PMO to VMO (Project to Value)
3. Establish the Portfolio Kanban

4. Launch the Portfolio Sync

5. Drive continous delivery of value

Agile Credit Union Operations
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Value & Product Delivery

This principle helps make sure we are constantly focused on building the right things, at the
right time, with the right people. There are two key aspects and capabilities to consider:

1. Product Management: A relentless understanding of your member and their needs in order to
deliver the products, services and experiences they want & need.

2. Value Streams: Streamlined, cross functional delivery teams that are centered around member
needs to speed delivery to our members.

What Are Value Streams?

Value Streams are the end-to-end sequence of activities that deliver specific value to a Credit Union
member. They represent the complete journey from the initial member need to the final delivery of
a product or service that fulfills that need. Unlike traditional process maps that often focus on
internal operations, value streams are inherently member-centric. They help Credit Unions
understand how value flows to members and identify opportunities to enhance that flow by
removing bottlenecks, eliminating waste, and optimizing the overall experience. Value streams
help organizations shift focus from optimizing internal processes to optimizing member outcomes.
For credit unions, common value streams could include some of the following Value Streams:

« Mortgage Origination & Servicing + Wealth Management

« Consumer lending (personal, auto loans, credit cards, etc.) - Member Service Interactions
- Deposit account opening & management « Community Foundation

- Digital Banking Experience « The Employee Experience

+ Business Banking Services « Title Company Operations

How it was built:

|dentify & map Value Streams

Create Value Aligned Teams

|dentify Product Management to Drive the Backlog
Launch the Value Stream

Connect to Agile Tooling to drive Transparency

uhwnN =
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Organizational Agility

Organizational Agility is where strategy and vision translate into tangible member value.
This pillar focuses on creating high-performing, cross-functional teams that collaborate
effectively to deliver exceptional member experiences. Unlike traditional departmental
structures that create silos and hand-offs, agile teams bring together all skills needed to
deliver end-to-end value—whether in lending, member service, or digital banking.

These teams work in short cycles, continuously delivering small increments of value while gathering
feedback to inform next steps. They use visual management to create transparency, hold brief daily
coordination meetings, and regularly reflect on how to improve their effectiveness. Most importantly,
agile teams take ownership of member outcomes rather than just completing assigned tasks. When
properly implemented, Team Agility dramatically improves speed to market, quality of delivery,
employee engagement, and the ability to respond to changing member needs—creating a powerful
competitive advantage in an increasingly dynamic financial services landscape. Establishing team
execution models in often times one of the most important divisions in launching your
transformation. Using this as an opportunity to get this right from the start is key.

How it was built:

Team |dentification

Introduce Agile execution framework(s)
Train the organization

Launch team(s)

Coach & support continuous delivery

Drive relentless improvement Accelerate your Aglllty
Establish Branch Agility Operations

Lean-Thinking People & Agile Teams

1.
2.
3.
4.
5.
6.
7.

Lean Business Operations

Strategy Agility

Value Stream Agile Teams

Shared Service Agile Teams

Branch Agile Teams

Agile Credit Union Operations
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Technical Excellence

The Lean-Agile Credit Union takes a fundamentally different approach to technology,
organizing technology capabilities around value streams rather than projects. We also have
come to recognize the strong relationship to third party vendors within the CU community
in support of technologies and applications to support and deliver to member experience as
well. This creates key differences for consideration that includes some of the following:

 Persistent teams aligned to value streams rather than temporary project teams

Continuous delivery of small, valuable enhancements rather than big-bang implementations
Embedded technology expertise within value streams rather than centralized IT

- Shared ownership of member experience across business and technology teams

Continuous feedback loops enabling rapid adaptation to changing needs

« Success measured by member value delivered rather than project completion

This Value Stream-aligned approach directly addresses the common technical challenges:

System fragmentation is reduced through intentional integration strategies within Value Streams
Vendor dependencies are managed strategically with clear prioritization based on member value
Resource constraints are mitigated through focused allocation aligned with strategic priorities

- Experience balancing improves through close collaboration between business & technology teams

With the speed of technology and the member demand of solution, focus of technical excellence
spans both the responsibility of both the Credit Union and technology partners alike.

How it was built:

Assess the Current Technology Landscape
Create a Technical Vision

Visualize the Technology Work

Align Technology Work with the Value Streams
Launch IT as a Shared Service

Deeply understand the Vendor Landscape
Measure and Learn
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Change Management &
Relentless Improvement

Organizational Change Management and the need to Relentlessly Improve acknowledges
that transformation is ultimately about people changing how they work, think, and
collaborate. This pillar focuses on the human side of agility—building understanding,
desire, capability, and reinforcement for new ways of working.

It begins with empathy, seeking to understand stakeholders' concerns, aspirations, and current
pain points. From this foundation, it creates compelling change narratives that connect
transformation to the credit union's purpose and each individual's role. It provides comprehensive
capability building through training, coaching, and hands-on experience. Most importantly, it treats
resistance as valuable feedback rather than opposition to be overcome, addressing legitimate
concerns through dialogue and adaptation.

To manage the change and achieve relentless improvement, focus has to to be on dismantling:
- Top-Down Traditions: Management Routines are a thing of the past, replaced with Events!
« One size fits all leadership: "Best Practices" are a thing of the past for "Leading Practices"!
« Hierarchy Systems: Traditional Organizational charts are gone - right people, right place!

By systematically addressing the human elements of transformation, this pillar dramatically increases
adoption of new practices, reduces the productivity dip common during change, and transforms
potential resistance into constructive engagement—creating the cultural foundation for sustainable

agility.

How it was built:

1. Identify the Reasons & Need for Change

2. Create a Shared Alignment around Priorities

3. Innovation through Hackathons

4. Drive Relentless Improvement through the Lean Agile
Center of Excellence (LACE)

Agile Credit Union Operations
CORNERSTONE



Conclusion

In conclusion, the challenges of change are omni-present for organizations. At
Cornerstone Agility, we start every engagement with the statement: "Agile is easy in
theory, but hard in practice!” The reality is, the word Agile can, and should, be replaced
with the word "Change". Change is constant, but in todays ways of working, businesses
can't afford to slow the pace, and impact, of change. At the end of the day...the customer
demands who, what, where and when the change needs to occur. If the needs are not
met, the customer will decide what happens next...spoiler alert, it equates to the decision
to go elsewhere for the solution, product or solution they are seeking. Because of this, the
customer assumes the role responsibility of when to release on demand!

For Credit Unions to survive in the futuristic world of FinTech Banking, you have to make the
investment in securing your ability to respond to change over following a plan. This is why we have
invested in creating an opportunistic, proven plan for managing the change your financial institution
needs to not just survive, but to thrive! Our 6 focus areas have delivered real, tangible results of
execution change and we serve the purpose of supporting those organizations who seek to deliver
the products, services and experiences your members desire and deserve. The focus has to be on:

Lean-Agile Leadership

Lean Portfolio Management

Value & Product Delivery

Organizational Agility

Technical Excellence

Change Management & Relentless Improvement
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Our model is centered around member centricity and provides a proven framework for Credit
Unions seeking to enhance their agility while preserving the member focus that makes them unique.
The more teams we partner with, the more we will continue to mature staying true to the spirit of the
Agile Manifesto, we believe we believe in the notion "We are uncovering better ways of delivering
value by doing it and helping others do it too."

We are Cornerstone Agility...ready to be your partner of change and transformation!
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