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Why We Created OTS 
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Create a Foundation For 
Strategic Collaboration 

• Align large credit union operations for improved 
member value through economies of scale 

• Manage costs to more effectively compete against 
the national and regional banks in our markets and 
win on both price and service 

• Use a proven and effective way to strengthen our 
business and operations without diminishing our 
brand or mission 
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Founding Principles 
• Common core system creates opportunities to 

collaborate more effectively 

• Operational efficiency and scale  
– Reduce costs 
– Improve service 
– Return value to membership (rates/service) 
– Enable growth 

• Most effective way to create scale 
– Through collaboration/partnership 

• First priority is collaborate vs. doing it on our own 

 
 
 



What Have We Achieved? 
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OTS Partners 

converted Nov 2003 

converted May 2006 

converted Nov 2008 

OTS created Jun 2003 
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Size/Scale 

The Early Years: 2003 

• 2 Partners 

• $3 Billion in Assets 

• 250,000 Members 

Current: 2010 

• 4 Partners 

• $10 Billion in Assets 

• 760,000 Members 

• Would rank as 4th 

largest credit union 
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Key Components of  
OTS Performance 

• Reduce expenses $3 million in computer operations,  
and another $5 million in contracts, projects, etc.  
(approximately $2 million per year, per credit union) 

• Increase skills/management (technology expertise) 
• Increase service 

–  System Uptimes 
–  7x24 
–  Online Banking/e-commerce/Mobile Banking 

• Speed to market 
–  Enhancements (4 major projects a year) 
–  New products (mobile banking, etc.) 
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OTS Operating Performance 
• A key objective within the OTS model is to develop scale 

wherever feasible to continue to drive down costs 
– Technical Scale (IS Operations) 
– Business Scale (debit, credit, bill pay, etc) 

 

Partners Assets Members 
OTS 

Expenses 
Per Asset $ Per Member 

2004 BL,BP $3.6B 264,000 $5.9M 16bp $22.32 

2005 BL,BP $3.8B 284,000 $6.5M 17bp $22.75 

2006 BL,BP,FT $5.7B 447,000 $7.4M 13bp $16.55 

2007 BL,BP,FT,SE $7.8B 705,000 $8.5M 11bp $12.15 

2008 BL,BP,FT,SE $9.0B 739,000 $9.2M 10bp $12.46 

2009 BL,BP,FT,SE $9.8B 770,000 $10.3M 10bp $13.26 

2010 BL,BP,FT,SE $10.8B proj 815,000 proj $11.3M 10bp $13.85 
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Significant Collaboration Initiatives 

• In-branch new account 
opening process 

• Online new account process 
• Online loan origination 
• Custom online banking 
• Multi-factor authentication 
• Verafin BSA platform 
• Branch capture 
• Velocity consumer lending 
• Akcelerant collections platform 
• Custom warehouse 
• Archival database 
• Technology purchasing 
• Network upgrade (MPLS) 

• Vendor management 
• Information security 
• Custom reports 
• Branch re-allocation 
• Paragon DR/BC platform 
• eSignature solution 
• Bill payment 
• Member statements 
• Mobile banking 
• Vendor management 
• Aggregated pricing for 

debit/credit card services 
• Purchasing 
• PMO 

 



What Have We Learned? 
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COLLABORATION: LESSONS LEARNED 

• Trust and Commitment 
• Governance 
• Process 
• Alignment 
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Collaboration Requires 
Trust and Commitment 

• Partnership and trust is the foundation, not legal 
agreements 
– Willingness to do what’s best for the 

partnership 
• Significant, long-term commitment is required 

– Decisions have long-lasting impact 
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• Each CU must want to increase member value and 
their brand 

• Each CU needs to be committed to growth 
• The Board, CEO and executive staff must understand 

how collaboration is key to their CU growth strategy 
• They must believe in being a credit union (principles) 
• CUs must have leadership that will value the 

collaboration partners equal to/in the same way they 
view their CU and staff 

• Evaluating different governance structures to enable us 
to grow in the future 

 

Governance is Critical 
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Technical and Process Alignment 
Create Opportunities to Leverage Scale 

• Size and volume create scale 
– The opportunities for a $10-15B combined 

organization are far greater than for a $2-3B 
credit union 

• Alignment in technology and process allow for 
leverage of scale to achieve greater savings 
– Buying power 
– Operational efficiencies 

• How we utilize common platforms also matters 
– Consistent usage drives greater efficiencies 
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Successes 
& 

Challenges 
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• OTS operations from a service and cost perspective 
have been very successful 

• New projects/products have constantly come to market 
quicker than we could do it individually 

• We have implemented several operational 
collaboration projects 

• We have created the foundation for shared services 

Successes 
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• Getting staff (executives included) to look past the 
belief that “we do it best” 

• Cost – significant up-front investment to create the 
infrastructure 

• Constant management of another sizable enterprise 

• Standardization of systems (harder than we thought) 

• Standardization of processes (also harder than we 
thought) 

• We are not a holding company – no central authority to 
make decision 

 

 

Challenges 



Table Discussion 
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Table Discussion 

• Are you involved in a similar venture? 

• How can this concept be applied in your environment? 

• What are the challenges and how to overcome them? 
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Recap – Key Takeaways 
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• Collaboration takes vision, guts and dollars 

• Large scale operations and shared services are where 
the opportunity is – not start up business 

• Significant, long-term commitment is required 

• Partnership and trust is the foundation, not legal 
agreements 

• Governance matters 

• In the end, return to the member – and growth – are 
what must drive you 

 

Summary 


