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BY TIM O’HARA

Welcome to Vol One Number 1 issue
of Bank BUSINESS

H

ello, America’s community bankers,
and welcome to the first issue of Bank
BUSINESS “eMagazine”! It has long
been a dream of mine to bring the same
kind of excellent business reporting which
we’ve offered in Credit Union BUSINESS for 15
years and Branch BUSINESS for the past two years, to
the USA’s banking community.
Our mission with Bank BUSINESS is to deliver
the best “business” information to help you run your
community bank. Period. What you won’t find in future
issues of Bank BUSINESS is any gossip or politics.
We’re here strictly to help you with outstanding articles
containing best practices in leadership, and lending,
and marketing, and finance, and fintech, and all other
departments to help make your bank as healthy and
profitable as possible.
We’re also anxious to create an information
exchange dialogue among our growing bank readership
in the digital magazine and on our website. A place
where you can find answers and discuss the most
pressing topics of the day.
In this inaugural issue of Bank BUSINESS
eMagazine, I’m delighted to feature ALM First
Financial Advisor principal Emily Hollis on our front
cover. I first met Emily in 1995 as she was setting up
the firm’s first office in downtown Dallas.
I recall that it was during the summer and it as
easily over 100 degrees outside in the “Big D”. The
office building was a tall modern glass skyscraper and
once inside the lobby the air suddenly cooled down
dramatically. When I looked around I discovered the
reason for the sudden temperature drop; an actual

ice skating rink the size of a football field complete
with scores of ice skaters.
Right from the beginning, Emily struck me as a
cool person. Her office was filled with empty and half
empty packing boxes and she was unfazed by it all. She
seemed confident and eager to launch her new business.
And what a business she and her partners have built!
They currently manage $21 billion in investments
among their 250 financial institution clients. As you’ll
learn from this “Leadership” article, Emily Hollis is a
true leader!
Our editorial team has pulled together a good
balance of articles to keep you informed and, hopefully,
entertained. Should you have any ideas or suggestions
for future articles, please let me know about it. I look
forward to being of service to you well into the future!

Thanks for reading!
Tim

7
B A N K

B U S I N E S S

|

O C T O B E R

2 0 1 8

|

B A N K B U S I N E S S . U S

L EA DERS HI P

BY SHARON G. SIMPSON

Emily Hollis Leads by Putting
Clients First

A

lot has changed for financial depositories
since Emily co-founded ALM First
Financial Advisors in 1995, but the firm’s
commitment to putting its clients’ best
interests above all else has remained.
Emily Hollis, the leader who lives by that client-centric
philosophy, has served as a principal of ALM First
Financial Advisors since the company was established.
Under her leadership, ALM First has become one of
the largest privately-owned, SEC registered investment
advisory companies for financial institutions that is not
associated with a broker-dealer. Managing $21 billion
in assets, the company has steadily grown to a client
base of more than 250 financial institutions nationwide.
While the company’s average client is $1.4 billion in
assets, smaller depositories often look to ALM First
for the expert guidance needed to deploy the same
investment and balance sheet management strategies
larger financial institutions are implementing. The
company’s philosophy is to fully analyze and consult
on the institution’s entire balance sheet prior to
implementing an investment strategy, hence the name,
ALM First.
As a renowned expert in asset liability management,
Ms. Hollis is a popular speaker at industry events and
has presented countless educational sessions. Her
firm even provides training for regulators on complex
topics such as derivatives and hedging for financial
depositories.
Prior to ALM First, Ms. Hollis was vice president
for Kidder Peabody Asset Management; chief
investment officer for a large financial institution; and
an investment trader for a New York Stock Exchange

Company, responsible for executing trades for the
firm’s fixed-income and foreign receivable portfolios.
Her experience includes managing a $6 billion
fixed-income investment portfolio and investing in
derivatives. Ms. Hollis holds a master’s degree in
business administration and a master’s degree in arts
from Southern Methodist University in Dallas, as
well as a Bachelor of Fine Arts from Texas Christian
University in Fort Worth. She holds the Chartered
Financial Analyst (CFA) designation.
Here, Ms. Hollis shares some of the key insights
she’s gleaned from over two decades of leading with
a firm focus on acting in the best interests of financial
depository clients.
Why is putting the client’s best interests first so critical
in what you do?
I was truly bound and determined to get into the
investment arena, but my initial experience on the buyside as a retail broker dialing for dollars just didn’t
suit me at all. I firmly believe in doing what’s best for
the client. As an SEC-registered investment advisor,
our firm can act in that capacity and take on a more
strategic role. In fact, we are required as part of our
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I graduated with a high GPA, but with no job offers.
Once I took the dancing information off my resume
and left those four years blank, I was hired for a
commission-based position selling defined benefit
services and insurance products. I later took a job
at a Fortune 500 company, which was posted as a
temporary position, to investigate defaulted bank notes
at $10 an hour. My classmates thought I was crazy, but
I was promoted to a permanent position in four months.
After four jobs in two years, I finally had my entry into
the investment community. The company quickly saw
the value I could bring to the table and I gained insight
into derivatives as I began managing a $500 million
portfolio.

fiduciary duty to always act in the best interest of our
clients. That has been – and will always be – vital to
our company and to me personally.
It makes a huge difference in how we approach the
services we offer as a firm. We’re providing something
valuable for the financial services industry by
protecting clients from unscrupulous brokers, keeping
depositories’ investments safe and offering robust
analytic products. Putting our clients first creates a true
partnership built on trust and leads to more successful
financial depositories. We don’t see ourselves as just
another vendor, we want to be their partner.
How did you get into the investment arena?
Investments was really my second career. I was a
professional ballerina for the Fort Worth Ballet directly
out of high school, but knew I wanted to transition into
the financial world. I was always gifted in math and
had such a high GMAT score that I received a full
scholarship to SMU for their dual MBA/MA program.
It was such an honor to be recruited for that program.

How does leadership style help build and maintain a
successful company?
A leader sets the tone for the entire company. I believe
in leading with empathy, confidence, and education.
One of my mentors shared the importance of those
concepts with me some time ago and they have been
9
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month. We had over 150 financial
executives board members and industry
expert speakers attend this annual event
to discover insights, formulate strategies,
and gain new perspectives about the
coming year.
However, the principles of sound
balance sheet management don’t change
as interest rates rise or fall. In fact, during
our session on Managing the Balance
Sheet, our team noted that market timing
and rate forecasting has consistently
been wrong over time. It’s hard to not bet
Emily Hollis in her prior career as a professional ballerina and
on rates as that dominates the headlines,
today.
but as a firm we’ve found that sector
imperative in building and maintaining a successful allocation drives 95% of your returns. That’s why we
company. You must have empathy to truly listen focus on working closely with community banks and
and understand what clients and staff are saying, other depositories to ensure that the entire balance
the confidence to redirect an idea if it’s not the right sheet is being taken into consideration when making
direction for the company, and the ability to educate investment, pricing and other key decisions.
others and clearly communicate your vision.
Successful leaders aren’t limited by traditional What are you hearing from regulators in terms of
business strategies. Personally, I like questioning 2019 priorities?
everything. I encourage creativity and new ideas We were fortunate to discuss this topic in more detail
amongst my staff. That’s one of the reasons we’ve during a Regulatory Panel discussion during the recent
been so successful; we have a talented and energetic 2018 ALM First Financial Forum conference as well.
team who is always thinking of new ways to solve The panelists focused on the importance of liquidity
management, looking at assumptions, and contingency
client challenges and help financial depositories.
As a leader, I also make sure that I am there and funding plans for financial institutions. Overall, the
that I am approachable for my staff. We’re a service- panelists noted that asset liability management is on
oriented company and the high work ethic starts with regulators’ radar and that, with rising rates, they are
me. If I model the right behavior and service my team, questioning how depositors will actually behave.
Our team subsequently noted that financial
they will be there for our clients.
institutions are the most profitable they’ve been in a
Is there any general advice you’d give to community decade and shared some data on deposit betas. While
these are extremely low currently, there was a lot of
banks as interest rates rise?
There are certainly a lot of trends, such as deposit discussion about when the big banks will reprice and
repricing, liquidity and the potential for a future how much variation can be seen among regional banks
economic recession, we discussed during ALM First’s in different markets.
2018 Financial Forum conference in San Diego last
10
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The ALM First Team at the company’s headquarters earlier this year.
every situation. A leader wants her employees to
enjoy coming to work, to innovate, to create, to make
a difference, and feel challenged by that. Clients will
notice that type of energy and drive, and all will benefit.

What tips would you give to other leaders?
Avoid comparing yourself to competitors. Focus on
what makes your organization unique and the value
you can provide within your market. This is just as true
for community banks as it is for companies like ALM
First.
I also encourage leaders to be approachable. One
of the turning points for me in running a company was
when I stopped trying to be perfect. I realized that
you become unapproachable and that can be harmful
to your company culture. It’s OK to be human. Our
success starts with our employees so having an opendoor policy and remaining approachable is important.
Leaders should be passionate about what they do.
I’ve always had a passion for the investment world and
my team has a passion for serving our clients. I would
rather have an employee that is passionate and has a
high work ethic than any other characteristic – even
high intelligence. The commitment to working hard for
our clients is that vital.
Lastly, it’s important to be flexible and openminded. It is a leader’s responsibility to protect the
culture and to provide employees an honorable and
dignified place in which to work. There’s not always
one way to do this or one set of rules that works in

Sharon G. Simpson is a
freelance writer and national
consultant who specializes in
developing and implementing
strategic marketing plans for
CUSOs and credit unions.
Sharon has more
than 20 years of marketing
experience in the ﬁnancial services industry. She
has previously served as vice president of marketing
for Mid-Atlantic Federal Credit Union and as vice
president of marketing and administration for Callahan
Financial Services, Inc., a subsidiary of Callahan &
Associates, Inc., a leading credit union consulting ﬁrm
based in Washington, DC.
She began her career as a management trainee
at Franklin Templeton Group, a global investment
manager headquartered in San Mateo, CA. Sharon
holds a Master of Arts degree in political management
from The George Washington University and a
Bachelor of Arts degree in international relations from
the University of San Diego.
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Financial Wellness

For valuable, complimentary tools on
building customer relationships and
improving their financial well-being, click on
www.highdefinitionbanking.com/CU/

Are You Missing a Growth Opportunity?

I

magine this scene: As customers walk into your
branch or call in for help, your staff has been
trained to think, “I wonder what pain, dream or
goal this person has today and for the future? My
job as a financial coach is to find out.” Imagine
how this would radically change the conversation,
create loyalty and impact share of wallet.
In case you haven’t noticed, there’s a growing
movement in the financial services industry to improve
customers’ financial health—not just sell them
something. Not only is this a higher level of service but
in the digital age, we predict improving consumers’
financial well-being will be essential to differentiate
your bank and create a competitive advantage.

helping our struggling customers by giving them pay
day loans, credit cards, and consolidating debt without
also providing a plan to achieve financial stability?”

Doctors Improve Physical Health – We Must
Improve Financial Health

Consumers Want You to Help Them Improve
Their Financial Health

I had an “aha moment” while sitting in the waiting area
for a doctor appointment. My doctor’s job is to ask
really good questions, diagnose my ailment and offer
the best remedy to restore my health. She’s a health
partner in my life journey and I take her advice most
of the time. It’s really that simple. Then I thought, “So
why is there a scarcity of banks that place a priority on
the simple concept of helping customers improve their
financial health?”
You may be thinking, “But we give financial advice
all day every day.” To that we quote Ron Shevlin from
Cornerstone Advisors: “Too often, what we try to pass
off as advice is nothing more than marketing offers.
In other words, the ‘advice’ is what’s good for the
bank, and not necessarily the customers. Are we really

A Gallup survey of 11,809 adults clearly demonstrated
that “consumers want their bank to improve their
financial well-being, not just sell them products.”
Some other key findings include:
• When customers strongly agreed their bank looked
out for their financial well-being, about 84% were
fully engaged and none were actively disengaged.
• Financial institutions that take the time to address
financial health saw strong consumer confidence.
• Unfortunately, only one in four respondents
strongly agreed their bank looks out for their
financial well-being (sounds like opportunity to
us!).
12
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Why do we
undermine
the customer
relationship by
focusing our
staff on pushing
products and
getting a sale
instead of diagnosing what stands between customers
and their financial health? They’d be just as likely to
purchase products (or even more so) if they saw we
had a genuine interest in helping them better manage
their finances.

Is Your Staff Diagnosing for Financial Wellness
or Just Selling Isolated Products?
•

•

Financial Wellness Offers a Great Opportunity
to Improve the Customer Experience, Enhance
Engagement and Increase Revenue Generation

You certainly are aware that financial anxiety is at an
all-time high. Here are some grim stats from research
by Dave Ramsey’s organization:
• 70% are living paycheck to paycheck
• 24% of pay is spent on non-mortgage debt such as
credit cards
• 64% don’t have enough cash to cover one month’s
mortgage cost or groceries
• 56% of Gen X workers (age 36-49) say they’ll need
$1-2 million to retire comfortably yet they have an
average savings of $70,000
People represented by the above percentages need more
than just isolated products without further guidance.
They need a financial partner. The numbers illustrate
the need. Here’s the want:
• Millennials are actively seeking financial advice
and need help building credit, saving and managing
finances
• Business owners are looking for financial education
for employees
• Boomers and seniors are concerned about income
protection and many are looking for help

•

•

Is It Time to Change Your Direction? Here’s
What You Can Do
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Face it; your customers don’t want your products!
They want to alleviate a pain, reach a goal or
enjoy financial peace. Read this finding again: The
Gallup study clearly demonstrates that consumers
want you to improve their financial well-being, not
just sell them products. Our job is not simply to sell
a product but diagnose correctly. Unfortunately
many of your staff is thinking “what can I sell this
person today.” Here’s what we see all too often:
Most of us are stuck in the old, tired sales
training model of transactional product-selling.
Our staff is trained to listen for a cue so they can
quickly discuss product features and benefits.
Unfortunately they are not skilled or comfortable
in uncovering financial anxieties, goals and dreams
and proactively managing the relationship.
Monthly product goals and incentives encourage
short-term sales, the wrong behaviors and a very
underwhelming or repelling customer experience.
As a result, there is no emotional connection.
Emotional motivators are the key to stir your
customers to take action.
Your marketing slogan or brand promise claims,
“we help you achieve financial security and reach
your dreams.” However, that’s not what people are
experiencing.

O C T O B E R

With strategic planning coming up this fall, we
challenge you to rethink and redefine your sales model.
Does it support your philosophy and branding? Are
your employees highly engaged and feel they make
a difference in the lives of your customers? Are you
missing out on the growth opportunities improving
financial health offers your bank? If changing course
is under consideration, here are some actions items to
consider.
2 0 1 8
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5. Take a hard look at your current incentive plan as
it may be driving the wrong behaviors. Ultimately
you want to grow share of wallet with each customer
over time. In addition, be sure to recognize key
activities such as pre-call planning and entering
life events, anxieties, goals and dreams in the
customer profile in your CRM. In fact, consistent
profiling and recording of customer financial goals
and progress is an expectation.
6. 5. Educate your leadership team and board on
the benefits of a relationship-driven approach
combined with financial health and education.
Many clients find our white papers and blog posts
valuable as advance reading before strategic
planning.
At High Definition Banking® we believe if you want
your bank to thrive and be relevant in the lives of
your customers, you must be genuinely committed
to improving their financial health and well-being. In
doing so you will have a loyal following that considers
you their financial partner. Bottom line, it’s time to turn
your retail staff into financial educators and coaches!

1. Be sure to include an objective in your strategic plan
that your bank is advancing beyond a transactional,
product selling model to a relationship-advice
model. In fact, consider playing down or removing
the term “sales culture” and replace it with a
customer relationship-building culture or CRM –
customer relationship management.
2. Elevate the role of branch employees. Create a team
of elite financial coaches armed with interactive
tools and skilled in engaging customers to discuss
budgets, goals, pains and dreams. Your MSRs
and financial service representatives don’t need
to be licensed. However, they do need to enjoy
educating, guiding and discussing basic money
management principles.
3. In a recent Financial Coach training for a
community bank, I was quite pleased to see
how excited and receptive their staff was to this
educational approach. They were proud of their
enhanced role and relieved it wasn’t about pushing
products. In fact, a few days after the onsite
program Jaclyn sent me the following email.
Clearly, she provided a highly differentiated
and engaging experience for this customer.

Barbara Sanﬁlippo is an
award-winning speaker,
coach, customer relationship
consultant and founder of
High Deﬁnition Banking®.
Her training and consulting
ﬁrm partners with banks to instill a structured
relationship management process to accelerate organic
growth and focus on the ﬁnancial health of customers.
Barb is passionate about creating inspired employees
and leadership committed to making a difference in the
lives of their customers. Engage Barb directly for your
Annual Staff Event at 858-674-5500, ext 101 or Barb@
HighDefinitionBanking.com. For consulting, training
and whitepaper visit www.HighDefinitionBanking.
com and view her speaker demo video at www.
HighDefPeople.com. Connect on LinkedIn.

Barb, I was just meeting with a customer and we
went over her money values survey, monthly budget
and the financial wheel. SHE IS PUMPED about
saving money, fulfilling her dream of buying a new
house and creating financial stability for her family!
She is going to go home, fill out the budget with her
husband and is coming back for more coaching with
me. She said, “I didn’t know a bank did this stuff and
I had no idea of any of this. Thank you so much.”
It makes me so happy to help a family this way.

4. Remember, technology doesn’t build relationships
– your people do! Examine your existing sales
training to determine if it focuses on transactional
product selling and product pushing. Decide to
invest in relationship management and financial
coaching training instead.
14
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SOLU TIO NS

BY JOHN WATTS

How Digitized Is Your Bank’s
Lending Process?

I

n an era of constant technological innovation,
where competition for consumer loyalty is at an
all-time high, financial institutions of all sizes
are focusing efforts and countless resources on
revamping their digital strategies, especially in
the lending space. Community banks, in particular,
are poised to be unique beneficiaries of this digital
age, as they are often consumers’ first choice for
personal loans due to generally lower interest rates and
origination fees.
To capitalize on this advantage, nearly one-fourth,
or 23 percent of financial institutions have plans
to implement a new or replacement consumer loan
origination system, according to Cornerstone Advisors’
annual “What’s Going On In Banking” report.
Additionally, the same report reveals that improving
lending policies and processes is a top priority for 32
percent of bank CEOs.
To achieve this, banks need to digitize the lending
process from end-to-end, rather than just a portion of
the process like the loan application. Many banks still
require a visit to the branch to sign forms or ask that
customers mail supporting documents to the branch.
Yet, nearly all borrowers under the age of 35 would
prefer that the entire process be digitized, according to
research from Oliver Wyman.
By committing to full digitalization, banks can
modernize the lending experience and infuse it with
greater speed and convenience for the benefit of
customers while empowering banks with more efficient
processes to support a growing loan portfolio.
Here are three key steps that banks should take to
ensure a successful digital lending transformation:

1) Perfect the Application Experience
Optimizing the loan application experience should be
a priority when taking a digital approach to lending.
This involves more than uploading a copy of the loan
application online, as replicating the same paper-driven
loan application process online will hardly improve the
customer experience. First and foremost, make sure
customers can complete a loan application online in its
entirety, which includes the ability to submit supporting
documentation without leaving the application, as well
as e-signature capabilities so customers can sign loan
documents.
Additionally, banks should leverage auto-fill features
to minimize data entry for customers. Requiring
an applicant to manually input every detail of their
personal and financial information is cumbersome
for the applicant and can even result in an individual
abandoning their application out of frustration. A good
online loan application will be synched up with a bank’s
core system and will auto-fill application information
15
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functionalities enhance customer trust in the lending
process and makes them feel valued, rather than just
another drop in the bank’s loan portfolio.
Beyond finding ways to increase the institution’s
connectivity with borrowers during the lending process
through tools like the aforementioned customer portal,
banks should ensure the terms of individual offers are
clear. Not only does this help borrowers understand
their loan terms, it also helps banks differentiate their
offerings from competitors. Between interest rates,
origination fees, and other terms, there are multiple
factors that drive the cost of a loan. This can make it
challenging for a customer to truly comprehend the
total cost of a loan. In fact, an Oliver Wyman study
revealed that nearly one-third of borrowers indicate
that understanding their loan’s fine print and terms is
“frustrating” or “very frustrating.”
It is important to keep in mind that most borrowers
compare offers from multiple lenders, but when loan
terms are not presented consistently and clearly, it
becomes difficult to compare options effectively.
To drive consumer loan growth through the
remainder of 2018 and beyond, it is crucial that
banks find ways to first, enhance the overall customer
experience, from application to closing, and second,
improve efficiencies to enable processing of higher
loan volumes. Ultimately, those that take initiative
now will be positioned for growth in an increasingly
competitive market.

live with the applicant, ensuring a greater number of
completed applications are submitted.
2) Don’t Forget to Digitize Back-End Processes
Today’s consumers are accustomed to instant
gratification, so if a customer can complete a loan
application online in a few minutes from his couch,
waiting several business days for a decision is
frustrating. To address this issue, banks should also
take steps to modernize back-end lending processes
like underwriting and decisioning of the loan.
Banks can streamline underwriting by utilizing
relevant, aggregated data to gain a complete view of
the applicant and thus make sound lending decisions.
Examples of data to aggregate may include an account
holder’s cash flow, demand deposit account data, all
added to current credit bureau data. For banks that are
comfortable doing so, moving forward with a fully
automated decisioning model might make sense, as
this minimizes the manual aspect of the underwriting
process. As a result, banks can process a greater
number of loans and more importantly, this approach
can facilitate faster decisions for customers, promoting
a positive borrower experience.
3) Boost Transparency with a Customer Portal &
Clear, Consistent Loan Disclosures
Lastly, an outstanding lending experience demands
transparency. While there are less human touchpoints
in a digitized lending process, customers may still
have questions or request status updates for their
loan application. Instead of forcing customers to
call the bank or hunt down information themselves,
banks should offer a customer-facing portal, where
customers can log in to review a status update
regarding the approval of their application or upload
supporting documentation as necessary. This is also a
great way for banks to reduce the time spent following
up with applicants for additional information. Such

As Senior Vice
President of Lending
Solutions for Baker
Hill, John Watts
is responsible for
the leadership and
direction of the
company’s lending
solutions.
16

B A N K

B U S I N E S S

|

O C T O B E R

2 0 1 8

|

B A N K B U S I N E S S . U S

HARA S S MENT

BY LIN GRENSING-POPHAL

Harassment

Keeping Your Name Out of the News
(Part 1)

W

ith claims of sexual harassment being
levied against prominent figures in
Hollywood, sports and industry,
community banks are wise to ensure
that they’re taking proactive steps to
keep harassment out of their workplace, communicating
effectively so all understand what harassment entails
and how to report infractions, and responding quickly
and appropriate to any allegations. What steps should
you be taking, proactively, to avoid these claims? Input
from HR and legal experts.

The Basics

Christopher W. Smithmyer, is a lawyer and strategic
resource development coordinator at Brãv Online
Conflict Management, a dispute resolution company.
“The #MeToo movement is a result of bad social design
for the last hundred or so years,” says Smithmyer.
“Companies found it easier to hide instances of sexual
abuse—as evidence in the Weinstein case and the
Congressional slush fund—rather than deal with the
problem. While the media is wringing their hands
with the ‘what do we do’ mentality, the solution is
quite simple. Have good corporate practices.” Those
practices, says Smithmyer, should include:
• Training to define what sexual harassment is
within your corporate environment.
• An HR person designated to deal with sexual
harassment claims, with backup individuals to
serve in this role if one of these people is the
accused.
• Dealing with any claims quickly and openly.
Without naming the party, Smithmyer says, a
statement at a meeting such as “We have had a

claim of sexual harassment and this is how we are
dealing with it,” can serve to empower others to
come forward rather than staying silent.
• Consider using a third party—e.g. conflict
management service, or attorney—to deal with
any claims.
• Nance L. Schick is an employment attorney,
arbitrator and mediator, and has also personally
sued a prior employer for sexual harassment. It’s
not enough just to have a policy, or to conduct
training once a year, says Schick. “You will be
more effective if you help employees identify
sexual harassment and what causes it, how to
report it, investigate it and take appropriate
disciplinary action.”
17
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level executive. Having options can prevent situations
where employees fail to report because the individual
they’re expected to report to is the harasser. Policies
should also clearly prohibit any form of retaliation
against employees who make a complaint, Capadona
advises.
Most importantly, employers must act—and
act quickly and consistently—whenever incidents
of harassment are observed or reported. “When
employees observe that their employer is tough on
harassers, employees are less likely to engage in such
unlawful conduct,” says Capadona.
There is a balance to be struck, though, in terms of
making it clear that the company takes such situations
seriously, and violating the privacy of those involved.
“Internally, I recommend that you limit discussions
of the investigation while it is ongoing,” says Schick.
“Keep the knowledgeable parties to a minimum.
Defer to the investigators to determine whether there
was sexual harassment. Work closely with your legal
counsel when developing an action plan, regardless
of whether harassment was confirmed. There will be
relationships to repair and monitor, no matter what
happens next, and the more objectively you can manage
those relationships, the better your entire workforce
will deal with the incident.”

Zero Tolerance: We Mean It!

Taking a strong stance against harassment is important
and sends a message, loud and clear, about the
community bank’s commitment to a harassment-free
work environment. “We advise community banks to
implement zero tolerance anti-harassment and antidiscrimination policies, which are adhered to in all
circumstances,” says Kimberly Capadona, a partner
at Archer, and advises clients on employment law
and labor relations issues. These policies, she says,
should be distributed to all employees through email,
or hard copy—and employees should be asked to
sign an acknowledge that the policy and received and
reviewed.
In addition, Capadona says, “we suggest that
community banks conduct anti-harassment and
sensitivity training for all management and staff.”
This, she says, should be done upon hire and annually
thereafter.
But communication should be ongoing to ensure that
employees understand both expectations and how to
report any issues. Policies should clearly indicate
who employees should turn to if they need to report
a complaint; there should be more than one option.
For instance, reports could be made to a supervisor or
manager, the HR department or a specific VP or senior-

Afraid to Speak

While the #MeToo movement has certainly directed
attention to the issue of harassment, it’s not a new issue,
says Hosage. “Even before the #MeToo movement,
the legal standard for an employer has been quick and
remedial action when it comes to addressing any form
of unlawful harassment in the workplace.”
Unfortunately, not all employers have followed
that legal standard—some purposefully and others
because they were unaware that incidents had occurred.
Keep in mind, though, that “the absence of a formal
complaint is not an excuse for failure to act,” says
Susan Hosage, SPHR, SHRM-SCP, a senior consultant
and executive coach with OneSource HR Solutions.
Individuals who feel victimized don’t always report,
18
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she says. That can happen for many reasons, including
fear of retaliatory action. Still, the community bank
is on the hook for ensuring an environment free from
harassment. Even if an employee doesn’t report a
situation, the back “will be held to the legal standard of
whether they ‘could or should have known about the
existence of a harassing environment’,” says Hosage.
Research supports the need to ensure that many eyes
and ears are alert to the potential of harassment. In
November 2017, Fairygodboss surveyed 500 women
about harassment in the workplace. While 56.2 percent
indicated that they had been sexually harassed at work
at some point in their careers, 66.7 percent said that
they did not report the situation to a manager, HR or
law enforcement. SHRM research puts the number of
non-reporting victims of harassment at even higher

levels—76 percent according to research conducted in
January 2018.
In this case, for community banks, what you
don’t know could hurt you. Ensuring an environment
where employees both understand what constitutes
harassment and feel free to report incidents that occur,
are important steps to take to create a non-hostile work
environment.
Fear of retribution, though, isn’t the only
thing keeping employees from coming forward.
Fairygodboss’s research indicated that the top reason
(52.2 percent) was that employees “didn’t want to create
a fuss/look like a trouble-maker/get a bad reputation.”
Next highest, at 34.1 percent was feeling that nothing
would happen if they did report and, coming in third,
was fear of retribution (at 27.5 percent).
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Harassment From Customers

she says. “Financial consequences for the bank that may
arise from an employee who was repeatedly subjected
to the harassing behavior by a customer would likely to
be far greater than any revenue that would result from
his or her business.”
It’s important for employers to seek legal counsel
when dealing with harassment issues, Schick stresses.
“If community banks require advice regarding
specific instances, I recommend that they consult
an employment attorney with experience in sexual
harassment in the state where they operate.”
The bottom line: “The best way to show the
bank’s commitment to a harassment-free workplace
is to maintain a harassment-free workforce and
environment,” says Hosage. It’s a message that
banks—and other businesses around the country—are
getting loud and clear.

Employees, of course, are not always the only potential
offenders.
“The biggest challenge for a community bank is
when the offender is a customer,” says Susan Hosage,
SPHR, SHRM-SCP, a senior consultant and executive
coach with OneSource HR Solutions.
It’s a situation that any customer-facing
organization faces; community banks are not immune.
If an employee is harassed by a customer, says Hosage,
the bank must address the situation. “An initial private
conversation with the customer may be all that is
necessary to end the unwelcome conduct,” she says.
But, if the behavior continues, “it may be necessary to
end the professional relationship.” Not an easy thing to
do, but a necessary one, says Hosage. “The obligation
for the community bank as an employer supersedes any
business objective it may have to retain that customer,”
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Payday Lending

A New Opportunity for Community Banks?

C

onduct a Google search for “payday loans”
and you’ll turn up 13.6 million results.
The loans, offered through storefronts in
virtually every city around the country,
are so named because they originated as a
means for people to “get enough cash to tide me over
until payday.”
The downturn in the economy that started back in
2008, leading to high unemployment rates and a dearth
of jobs, caused the demand for such quick loans to
skyrocket to help people make ends meet. Predatory
lenders were quick to emerge to offer help—but at a
high price.

How Payday Loans Have Traditionally Worked

The FTC’s web page on payday loans explains how
they work:
“A borrower writes a personal check payable to the
lender for the amount the person wants to borrow, plus
the fee they must pay for borrowing. The company
gives the borrower the amount of the check less the
fee, and agrees to hold the check until the loan is
due, usually the borrower’s next payday. Or, with
the borrower’s permission, the company deposits the
amount borrowed — less the fee — into the borrower’s
checking account electronically. The loan amount is
due to be debited the next payday. The fees on these
loans can be a percentage of the face value of the
check — or they can be based on increments of money
borrowed: say, a fee for every $50 or $100 borrowed.
The borrower is charged new fees each time the same
loan is extended or ‘rolled over’.”
The page also makes it fairly clear that the FTC
doesn’t look very favorably on these types of loans,

noting that they represent “very expensive credit.” And
they offer a number of alternatives to these loans to
help consumers who need cash to tide them over other
options they may not have considered.
They’re even less favorably disposed toward online
payday loans and have sued several online lenders for
violating federal laws.
Recent approval from the Office of the Comptroller
of the Currency (OCC) may now offer a better
alternative for those needing quick cash: national banks
and federal savings associations. The OCC indicates
that “U.S. consumers borrow nearly $90 billion every
year in short-term, small-dollar loans typically ranging
from $300 to $5,000.” Clearly, says David Wallace,
global financial services marketing manager at SAS,
in the Raleigh-Durham area, “there is a market for
lending that the banks are not in today.”
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The OCC Bulletin

In May, the OCC issued a bulletin to encourage
the banks it supervises “to offer short-term, smalldollar installment loans, typically two to 12 months
in duration with equal amortizing payments,” says
Catherine M. Brennan, a partner with Hudson Cook
LLP, a consumer financial services law firm based in
Maryland, with several offices around the country.
The move is designed to benefit those in need
who currently fall prey to questionable tactics used
by brick and mortar and online payday lenders. The
OCC is encouraging banks to develop and implement
programs that are consistent with existing, and sound,
risk management practices and that they should align
the programs with their overall business plans and
strategies, says Brennan. “The OCC suggests that
strategies could include working with consumers
who have an ability to repay a loan despite a credit
profile that is outside of a bank’s typical underwriting
standards for credit scores and repayment ratios. In all
programs, the OCC cautions that its member banks
should offer lending products in a manner that ensures
fair access to financial services and fair treatment of
consumers and complies with applicable laws and
regulations.”
Despite the go-ahead from the OCC, though,
Quyen Truong, an attorney with Stroock & Stroock
& Lavan LLP in Washington, D.C., says: “Banks are
unlikely to offer loans that replicate those of payday
lenders, given differences in their business models.”
Such quick, low-dollar loans represent high risk and
don’t offer much profit, says Truong who also says
that, “banks generally are also unwilling to accept the
reputational hit from offering payday loans.”
Still, Truong suggests, “many banks will want to
meet these borrowers’ credit needs, as high demand
continues, and the regulatory threat posed by the Obama
administration recedes.” They may, therefore, offer
products more similar to pre-Obama era offerings, says

Truong—“such as deposit advance products (DAPs) as
well as installment loans.” Such offerings could build
on banks’ relationships with their customers,” Truong
says.

How Banks Could Help Improve Payday Practices

According to Auburn University finance professor
John Jahera banks are in a good position to enter the
payday lending market, offering benefits to community
members who are “unbanked people” and also
positioning themselves for growth as these individuals
build their credit scores.
Banks haven’t engaged in payday lending, says
Jahera, because of the law dollar value of such loans
($300-$500) and because bank regulators have,
traditionally, frowned on the practice, considering it to
be “predatory.”
22
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There’s high demand, says Jahera, pointing to
information now available in Alabama indicating that
about 42,000 payday loans are made each week. He
points to a number of benefits:
• The large number of bank branches around the
country
• The ability for unbanked people to establish
banking relationships
• Opening the door for other banking services in the
future
While payday loan rates may be somewhat lower if
offered through banks, as they could spread associated
costs across their diversified loan portfolios, rates
would still be higher than secured loans because of the
higher risk involved.

phone providers and other sources that would provide
evidence of bill payment practices. In addition, he
says, “other external unstructured data, including
social media data that might show evidence of regular
work in the gig economy where 1040s don’t get issues,
could also be added to the models to assess repayment
and default probabilities.”
AI/ML modeling techniques, including neural
language processing (NLP) for unstructured data,
and neural networks would be able to “analyze the
ensemble of non-traditional data and help banks identify
consumers who meet the bank’s risk management
principles and underwriting standards,” says Wallace.
“Banks can add external data about the consumer to
traditional data for credit models. This data could
include data from utility providers, apartment rentals,
mobile phone providers and similar sources that show
evidence of bill payment practices. Other external
unstructured data including social media data that
might show evidence of regular work in the gig
economy where 1040s don’t get issued could also be
added to the models to assess repayment and default
probabilities. AI/ML modeling techniques including
neural language processing (NLP) (for the unstructured
data), and neural networks can analyze the ensemble of
non-traditional data and help banks identify consumers
who meet the bank’s risk management principles and
underwriting standards.”
People don’t tend to like traditional payday loan
providers. Many do like their community banks. The
OCC ruling offers new opportunities for banks to
reach out to underserved, and unbanked, members
of their community helping them meet their financial
needs today and providing a potential boost for their
collective futures.

Making it Work

Wallace says that “banks could do credit underwriting
–also called credit decisioning—for consumers who
don’t have traditional credit scores and repayment
records,” what some call “thin file” he says. This
could be done through artificial intelligence (AI) and
machine learning (ML), Wallace says.
Banks are already well positioned to address the
OCC’s concerns about “fair treatment” It’s something
they already do, he says, “and they incorporate
regulations into their underwriting process already.
Banks also have the model risk management processes
need to prove to regulators that credit decisions are fair
and legal.”
But, do banks have the capacity to take on a large
number of very small loans and would the work be
worth it?
Wallace suggests that modern technology can plan
an important role here, allowing banks to add external
consumer data to traditional data for credit models.
This might include such pieces of information as
data from utility providers, apartment rentals, mobile
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Your Most Important Branch
Your Website

H

aving company over to our house is always
at least a minor project. Even if I have
invited only one friend over to watch a game
my wife is frantically vacuuming, cleaning
mirrors, and wiping down surfaces. It
usually leads me to say something like, “They’re not
even going to be in this room!” To which I get response
such as, “I’m not having any of my guests coming into
a messy house.” That’s the way most credit unions and
banks feel about their branches…although I have come
across a few that haven’t. When you have more visitors
per day to your website than you do in any of your
locations why wouldn’t you have the same approach
with your online presence?
That’s one of the many subjects I had the pleasure
to discuss recently with Eric Isham, CEO and Founder
of Omnicommander. A credit union’s online presence
that is…not my wife’s impeccable cleaning and hosting
skills.

real reason behind it was there was an identifiable gap
for banks, particularly small banks, when it came to
website design,” stated Eric. “Still today there are tons,
I can say over 90% of the banking industry, when you
look at their websites they’re not secure, they’re not
mobile responsive, there’s not a great user interface
for potential or existing members to access the sites.
But one of the big things to come about over the past
twelve months is ADA compliance.”
“Anybody in the banking world knows that there’s
been some ‘ambulance chasers’ and some copycat
attorneys as well that are trying to shake down banks
due to accessibility,” adds Isham. “While I don’t
endorse their practices, I do strongly believe that banks
should have their websites accessible to the widest
range of customerss and potential ones as they can.”
From a brand experience perspective this simply makes
sense in my opinion. You wouldn’t want a customer
in a wheelchair, or an older one with a cane, not be
able to visit one of your branches because you didn’t
have an ADA compliant ramp for people to easily
access the front door. Similarly you wouldn’t want a
visually impaired individual to not be able to access
your website and avail him or herself to your products
and services.
This is why Omnicommander has invested in two
fulltime ADA compliance offi cers as well as two blind
individuals that review every site on desktop, tablet,
and mobile they create. “Our clients know that when
we go live with a website that it is 100% accessible,
WCAG 2.1 – which is the new standard,” Eric proudly
exclaims. “Our clients don’t have to worry about one
of these attorneys coming around about accessibility.
None of our clients have ever been sued by one of these
people.”

Eric Isham, CEO
and Founder of
Omnicommander.

One of the first points of discussion was the current
issue with ADA compliant websites. Unlike some
predatory law firms that choose to point out legal
infractions and then extort money out of credit unions,
Omnicommander pinpoints the problem areas and
provides the service to resolve them if the institution
chooses to do so. “When I founded the company the
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We then talked about the
fact that in today’s world
the website is much like
another branch of the bank.
So just as you wouldn’t
have a non-ADAcomplaint
storefront, you also wouldn’t
deliberately have a location
with an ambiance or feel
that would offer a less than
positive experience for your
customers. “Some banks are
doing a poor job of really
setting their tone of building a proper virtual branch,”
Eric added. “I talk to bank CEOs every single day and
they won’t think twice about spending $1 million on a
brand new branch but they won’t spend a few thousand
dollars to tune up the one place that will touch every
one of their members. When you think about your
website, it’s your 24/7, always-on, always-there digital
branch.”
Eric and I discussed how for Millennials and
Generation Z the first thing they will do if someone
recommends a bank to them will be to look it up on their
phones. If the mobile site doesn’t come up correctly
or it doesn’t look right they will close it down in less
than two seconds. “Almost everyone in America today
pulls out that phone and says ‘Hey Siri, show me ABC
Bank,” quipped Eric.
“If they can’t easily interact and find the services
and products they’re looking for they’re just not going
to move forward.” “It may be superficial but a lot of
trust is simply built on look,” continued Isham. If the
site “isn’t a good representation of what the (institution)
is then people are going to distrust that brand and not
trust the (organization) with their money.” This reminds
me of one of my common phrases when presenting on
branding which is the fact that people really do judge
a book by its cover. Eric theorizes that “for anybody
about 50 years old and younger they’re accustomed to
a certain level of design. When you land somewhere
and that design is not up to your standards then you say
something’s not right. Something is out of whack.”
B A N K
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So here are a few tips on how to bring your website up
to today’s standards:
- Have a quality look and feel for you website and
mobile site that aligns well with your brand just as
you would have a clean and inviting branch. Just
as you would see something out of place at one of
your physical locations, you know when something
doesn’t look appealing on your site.
- Your site doesn’t have to be ridiculously expensive,
but it does need to be inviting. A few good pictures
can liven up even an old site. Show pictures
of employees that look happy to be there and
customers being served. I did a brand review for
one institution whose site was pretty bland and only
had one picture. That picture was of the outside
of their lone branch that looked like a dental offi
ce that was closed with no cars or people in the
parking lot. Why would anyone want to go there?
- Try not to throw everything you have on the site.
This is a case where less is definitely more. Remove
the clutter and have a call to action to help current
and prospective customers want to contact the bank
and learn more.
- And, of course, make sure the site is accessible to
everyone. This is not just to protect yourself from
attorneys but more because it’s the right thing to
do. In the spirit of helping people, if you can help
one person who is impaired in some manner by
allowing them to easily avail themselves of your
services isn’t that reason enough?
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The professionals at Omnicommander are experts
at educating executives on ADA compliance and
building well-branded sites. I encourage you to take
advantage of their expertise by giving them a call at
850-269-7111 or, of course, visiting their website at
www.omnicommander.com. Now excuse me I have to
go grab the vacuum as I invited two people over to the
house to watch the football game.

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 learn more about
your organization’s unique B+C+S Formula, 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.

Ken Bator is the author of The
Formula for Business Success
= B+C+S and the founder of
Bator Training & Consulting,
Inc. (BTC). Ken helps credit
unions create environments
where employees actually want
to come to work and members want to keep coming
back. BTC accomplishes this through a combination
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Tips for Winning Customers

A look at how community banks should
target new customers

T

“It all starts with listening,” he says. “We engage with
the community to identify the problems that we can
solve, and continue listening to make sure we can evolve
with them. Enabling customers to achieve financial
wellness is how we add more to our offerings and
make sure the both us and the community succeeds.”
Sunrise Banks’ Impact Deposit Fund is a great
example. Any customer with a deposit account can
sign up and it doesn’t change the way their account
functions—there are no added fees or different interest.
“But what does happen is we make a promise to
that customer that their money will only be used to lend
toward community development and job creation,”
Reiling says. “We want our customers to know that
their money is put to good use, and that we share their
values.”
Aligning the bank with the community’s goals and
plans not only establishes you as a strong member of
the community but puts you both on a path for success.

o be successful, banks need a balance
between increasing product and share-ofwallet with current customers and bringing
on new customers. This is especially
important if the financial institution has an
aging customer base.
Plus, there’s attrition in just about every business
and even for a bank that’s doing fine, an objective
should be to ensure new business covers that.
If a community bank wants to stand out among
competitors, and attract new people to its branches, it
must focus on raising its customer experience beyond
what’s expected.
“Retail banks must focus on making their customers
feel special and valued,” says Brennan Wilkie, SVP of
customer experience strategy at cloud-based customer
experience platform InMoment. “There is an ample
amount of opportunities for banks to heighten these
experiences, which can lead to stronger relationships
with their customers.”
According to InMoment’s 2018 CX Trends, 72
percent of consumers say they will choose one brand
over another if they are made to feel special. Further,
according to Forrester’s 2018 Banking Customer
Experience Index, among customers who feel valued,
77 percent plan to stay with the bank, 89 percent will
advocate for the bank, and 85 percent plan to spend
more with the bank.
David Reiling, CEO of St. Paul, Minneapolisbased Sunrise Banks, knows that there’s a wealth of
different bank choices that customers can make, which
is why his bank strives to give them tools for success.

Sue Hines, head of
customer engagement
with Informa Research
Services

Sue Hines, head of customer engagement with Informa
Research Services, says when going about creating a
strategy for luring new customers, a bank must be clear
about what they are trying to achieve.
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high interest savings account—each delivered at the
right time can win a new customer,” he says. “The
offer opens the door to engagement and getting the
customer to learn about your bank.”
Thinking out-of-the-box can mean something
different for each financial institution so it’s important,
especially for community banks, to think creatively
but not be intimidated or discouraged by what larger
financial institutions are able to do with much larger
budgets, he says.
As an example, Goldman cites WSFS Bank, a
community bank in the Delaware Valley and one of the
10 oldest continuously operating banks in the country.
The bank was facing an aging customer base and
declining consumer assets. In 2013 it partnered with
LendKey to start offering private student loans (both
in-school and student loan refinancings) to both current
customers and prospects in their banking footprint.
“By addressing a need for Millennial and Gen Z
customers, WSFS added over 1,200 new customers
and over $60 million in new loan balances (just under
13% of their overall consumer portfolio), which has
helped them diversify their portfolio,” he says. “This
is a great example of focusing on the ‘right’ target
audience with a compelling offer.”
Additionally, remember employees are a bank’s
best brand ambassadors and with the rise in social
media can have tremendous impact. It’s important that
employees understand the bank’s brand positioning
and are aligned with the bank’s objectives.

“Everything you do from structuring your offerings,
structuring and pricing your offers, to targeting
and crafting your message depends on the ultimate
objective,” she says. “What you need to do if your
objective is to grow deposits is vastly different from
what will work best if you are trying to grow loans.”
Moreover, simply saying you want to grow your
customer base is unlikely to provide you with any
guidance in terms of strategy or tactics, which is why
she recommends tailoring your customer acquisition
strategy to meet the target and the goal.
“The offering and message needs to precisely target
the needs of the target audience,” Hines adds. “This
means the ‘secret sauce’ is listening to the audience
and finding out how they are articulating their needs
and concerns, so you can speak directly to their current
mindset.”

Tried and True Measure

One great way to win new customers is to offer referral
bonuses to your current customers for referring their
friends and family, such as $100 bonus per referral
plus $100 bonus to the new referral as incentive to join
the bank.
Money is a quagmire of emotional content, which
is why Hines says a bank should ease people’s concerns
and consciences when looking to lure them in.
“Good marketing is always about helping people
address their problems,” she says. “Even and especially
the most experienced bankers need to hear the voice
of the customer so they can demonstrate insight and
understanding in their products and messaging.”
Lewis Goldman, chief marketing officer of
LendKey, a fintech company that provides a platform
for community banks to source loans through digital
channels, says the best way for a bank to get new
customers is by offering them “an offer they can’t
refuse.”
“A great rate and estimated savings to refinance
their student loans, a compelling credit card offer, a

Create a Comfortable Environment

With online banking, ATMs, employee layoffs, and
branch closings, many banks today are often viewed
as cold or impersonal to the average customer. Human
interaction is often the missing link at a local bank,
which is why it’s necessary for banks to make the onsite experience warmer and more personal if they want
to attract new people to the bank.
A great way to do this is by designating one of
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Promote your brand and allow the community
to actively engage with your employees through
community events, sponsorships and financial literacy
opportunities. Highlight the work that you’re doing to
support local businesses, partner with those businesses
to host free seminars and volunteer in the community.
“The more that a prospect sees your brand in the
community, the more they’ll think of you the next time
they need to take out a loan,” Goldman says. “And,
they’ll want to do business with you, because they
believe that you genuinely care about making their
neighborhood a better place.”
It’s also important to attract the “right” customer.
Winning new customers means understanding who
your desired/ideal customer is and building a strategy
around that which leverages what a community bank
stands for—such as the importance of a local presence.

your employees as a greeter—someone who makes
an immediate, positive connection when a customer
enters the bank.
As customers enter the bank, the greeter should
smile and welcome them, perhaps even asking them
about their day. Smiling is key, and all employees of
the bank should be smiling and providing a positive,
friendly impression.
Phrases such as “How can I help you today?” or
“What can I do to be of assistance?” are great starters,
and once the transaction begins, asking how someone’s
day is going or if they have plans for the weekend are
also good ways to put someone at ease and let them
feel comfortable.
And if the customer comes to your bank often,
address them by their name. Make a personal
connection.
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In fact, fees are a common reason people switch. Here,
the triggers can be both internal—if you raise or change
your fees, and external—customers becoming aware of
competitive offers.
Hines shares the most common reason for leaving
any financial institution is that people move away. The
right digital technology and ATM relationships can go
a long way to encouraging customers to retain their
providers.
Gaining new customers is important for any
business, not just a bank. However, Reiling warns that
banks can get in to trouble when so much emphasis is
placed on new customers, that the needs of current and
future customers are no longer being met.
“When you are no longer able to help your
customers succeed and achieve their goals, you will
start to lose customers,” he says. “By having a plan in
place to ‘win’ customers, a bank will survive.”

“Tie into the ‘buy local, shop local’ movement within
your community,” Goldman says. “Be the brand that
is active and well known, engage employees and
customers in these entities together.
Be consistent in how you present your brand in
branches, online, in print/TV, and on social media.”

Why Customers Leave

Of course, winning a customer for your bank means
another bank losing a customer, so it’s important to
understand some of the main reasons people leave. The
top reasons customers leave their financial institution
are fees, poor experience, slow processes, and a lack of
enabling technology such as mobile banking.
A major mistake that banks make is surrounding
transparency. Reiling notes even when something goes
wrong, engaging the customer and making sure they
know how things went wrong and how you are going
to make changes is key.
“A well-developed dialogue with a customer can
help repair relationships after a mistake,” he says.
“Customers typically leave when they feel there has
been lack of transparent communication with respect
to a fee or if they feel they have been charged unfairly.”

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.
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5 Fundamentals to Running a
Successful Outbound Initiative

R

ecently, I attended a banking conference
and had the opportunity to sit in on
a class about outbound calling. The
discussion focused on how to better
engage new, indirect customers in OB
calling initiatives and drive additional products and
services, revenue, and loyalty into what is typically
a one-and-done relationship.
The discussion was led by two banking leaders
who were running a dedicated outbound team at
their institution. Their objective for the breakout
was simply to share what their team was doing to
have success and answer basic questions about how
to organize an outbound initiative. Coming from a
background in financial outbound sales, I attended the
breakout out of curiosity and as an opportunity to learn
something new.
The breakout was excellent and the content
was very helpful to those who attended. As I sat and
listened, I heard taught many of the principles we share
in our outbound leadership training. In fact, it was so
consistent with our course that I went up afterwards to
ask the presenters if they’d seen our training or visited a
shop we had worked with in the past.
As I spoke with this pair of leaders, I learned that
they had never received training and had never visited
another bank. But that over the course of about 12
years, they had developed this approach and ultimately
discovered a system that worked consistently. This
came as no surprise to me, I have seen others who have
dedicated themselves to an outbound initiative. As they
too stuck with it through the hard times, they ultimately
found what works.

So, what is it that this bank, and others like them, have
learned through years of trial and error? Please allow
me to share five fundamentals to running a successful
outbound initiative and improve your outbound sales
results.

1. Outbound Calling Compliance

Before jumping into this topic, this article is not intended
to give compliance advice, but rather to make you aware
of the items which should be addressed prior to moving
forward with an outbound calling initiative. Please be
sure to check with your internal compliance and legal
teams before instituting any outbound initiatives to
ensure you are in compliance.
Outbound calling for solicitation purposes is closely
regulated by the federal government. Governing bodies
that oversee outbound calling include the Federal Trade
Commission (FTC) and the Federal Communications
Commission (FCC). Each of these governing bodies have
sponsored and currently oversee their own regulations.
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The FTC oversees the Telephone Sales Rule (TSR) and
the FCC oversees the Telephone Consumer Protection
Act (TCPA). Let’s look at these briefly before moving
forward.
The TSR is famous for the “National Do Not Call
Registry”. The registry allows individuals to reduce
the number of unwanted telemarketing sales calls by
registering their phone number on the do not call list.
Customers with phone numbers on this list may be
protected from your bank’s outbound solicitation calls.
It also requires you to maintain and adhere to an internal
do not call list. Be sure to check with your compliance
and legal team to see if you must vet phone numbers
against the do not call registry before making outbound
calls. For more information see: www.consumer.ftc.
gov/articles/0198-telemarketing-sales-ules.
You may be aware of the TCPA. It has been in
the news a lot since 2012 when the FCC released its
rather controversial updates to the TCPA. Also, in 2015
it reinforced those new regulations in the Declaratory
Ruling. Largely, the TCPA enacts some very complicated
guidelines for a few things:
• Handling wrong numbers
• What constitutes a solicitation call
• What constitutes an Automatic Telephone Dialing
Service (ATDS)
While the legislation is complicated, it boils down to
this one message on which the FCC has been very clear
and aggressive in enforcing. Unless you have express
written consent from the owner of the phone number,
you do not have the right to call them for solicitation
purposes. Luckily this message also serves as clear
guidance from the FCC on how to comply.
Prior to engaging in any outbound calling initiative
where solicitations for new products or services will be
made in the conversation, your credit union must have this
express written consent. The legislation gives guidance
on what qualifies, but it is strongly recommended that
you have your consent practices reviewed by a TCPA

legal expert or compliance team as the guidelines are
less than forgiving.
Additionally, all employees should be trained on
how to properly handle wrong numbers and requests by
customers to be placed on an internal do not call list.

2. Great Lead Sources:

All successful outbound calling initiatives start with
great lead sources. Poor lead sources, even with great
employees who are highly motivated and who have
exceptional sales training, will lead to limited production.
The lead sources your bankn develops for outbound
calling should be specific and directly target the goals
and expectations you have for the outbound calling
campaign. Simply providing a list of random customers
for employees to call from, and “see what they can get”,
is ineffective.
When developing a lead source, credit union leadership
should:
• First: Define the desired results of the outbound
calling campaign, the goals and expectations, and
the production objectives.
• Second: Build a profile which will target those
customers with needs that match the campaign’s
desired results.
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• Third: Refine that profile to deliver customers who
not only match the desired results, but who are also
qualified.
To help with this, your bank has access to internal data
as well as third party data which can be purchased.
Be aware than when working with third party data,
additional regulatory requirements may apply.
How do you know your lead sources have been
properly developed? Before making a call, employees
should clearly understand the purpose of the call,
what the product or service they are selling is, and feel
confident in the result they are seeking to achieve. If
employees are uncertain about any of these things when
calling a customer from a lead list, you may need to
make additional improvements and refinements.

phone scripting, product sales processing, commitment
setting, best contacting practices, and so forth.
If you are already providing outbound specific sales
training, how do you know it is working? It’s actually
quite simple. Your outbound sales calling initiatives
should be very successful, especially if the lead sources
your employees are calling on are well prepared. The
majority of contacts should lead to the customer openly
providing information and becoming interested in the
opportunity the employee is offering. While not all
successful sales discussions will lead to a product sale,
the majority should.
If the majority of contacts lead to customers
shutting down the conversation at any point with a “not
interested” or similar response, your team is not taking
the right approach on the phone. They need better
training and coaching.
Additionally, dedicated outbound sales employees,
whose primary focus is on making proactive sales
calls to custombers, will need additional training that
covers lead management, advanced contact strategies
and projecting, and time management to consistently
produce sales and reduce burnout.

3. Outbound Sales Training

Proactive phone selling is quite different than selling in
person or selling to one who is requesting a product or
service which they are motivated to close. Employees
who do not have proper training will find outbound
selling difficult and foreign. One of the most common
reasons outbound campaigns fail to produce results is
because leaders assume employees will succeed simply
because they are “good on the phone” or have great inperson sales skills.
To be successful at outbound sales calling, your
employees need to know how to conduct an effective
sales conversation which:
• Doesn’t lead the customer to feel they are being sold
to
• Clearly communicates the opportunity
• Creates engagement and motivation in the customer
Secures commitments and follow-through to closing
This requires outbound specific sales training from
a group within the cbank or an outside sales training
firm like SalesCU with a track record of outbound
sales success. This training should include a specific
outbound sales process which includes training on
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customers will welcome a call from your team at any
time.

4. Getting the Most Out of Calling

With the proper lead source and outbound sales training,
the most difficult part of an outbound initiative should
be getting the customer to answer the phone.
A common question I hear when discussing
outbound calling is, “When is the best time to call?” The
best answer I can think of, based on years of experience
is, “When your customer is ready to pick up.”
I think there is an assumption, especially for those
new to outbound calling, that there is a magic day
and time to reach and have the most success, and that
calling at any other time is ineffective. This simply isn’t
true. There are studies out there which strive to prove
the opposite, but when it comes to contacting people
over the phone there isn’t a day or time that is going to
consistently yield the most response from your customer.
Rather than trying to discover the “best” time to
call, branch leaders should promote consistency from
their employees by providing an environment where
employees can focus on making their outbound calls.
In fact, employees who achieve consistent success at
connecting with customers over the phone have a few
things in common.
1. They schedule time on their calendar to make calls
rather than “filling” free time
2. They are focused primarily on outbound calling
during this time
3. They make calls in an office with a closed door or
back room
4. They call the phone number that is most likely to
answer such as a work number or cell phone
5. They leave a voice message and send an email when
the customer doesn’t answer
6. The make multiple attempts to contact the member

5. Goals and Expectations

Finally, all outbound calling initiatives should have very
specific goals and expectations. These should be directly
tied to the goals and expectations established at the
beginning when leads are developed. As with any goal
they should be SMART, that’s to say they should be:
• Specific
• Measurable
• Attainable
• Relevant
• Time-bound
Goals and expectations should outline the number of
members you need the employee to reach out to, sales
you want made, and sales you want closed. All activities
by the employee should be reported to their supervisor.
The supervisor should keep track of them in order to
measure success ratios. The goals set should focus on
the results the credit union wants to accomplish.
Employees who also have other responsibilities,
should have their goals and expectations framed
within the time they are able to commit to making calls
consistently. Employees should know that they are
contributing to the overall organizational goals as well
as goals specific to their branch or department, and that
their success matters to the team.
Goals and expectations set for an outbound sales
team and individual agents are based on a few factors.
First, because this team is generally looked at as a cost
center but exists to create growth and revenue, the
expectation should be at a minimum to justify their
existence financially. It is best that production has at
least a 100% ROI or higher.
Goals for these teams should be long range rather
than short term. For example, the individual and team
should have annual goals rather than 12 individual
monthly goals. The hope for both an outbound sales
team and individual agents is for them to be consistent

As long as your team is following regulations, consistent
calling can happen on any day and at any time and will
lead to success. This would include calling members
on Saturdays, on holidays, in the evening during dinner
time, and at work. When approached correctly, your
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in their production. The reality is that production can
greatly fluctuate based on the time of year, market
conditions, and lead availability. Having long range
goals allows the employee to manage these fluctuations.
Every branch should strive to have a consistent
outbound calling initiative which is goal driven,
in compliance, and meaningful to its membership.
Depending on ability and size, every bank should seek
to have all customer facing employees making calls on a
consistent basis and an outbound sales team committed
to the higher level calling opportunities.
With an effective outbound calling initiative, credit
unions control their success. They are able to engage in
value adding conversations, grow products and services,
develop primary financial relationships, and generate
revenue which can be reinvested into the future success
of the organization.

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 Nick Brown
Consulting is to empower banks to cultivate
primary financial relationships with their
customers. Engage Nick Brown directly at
801-860-5807.
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EMV 3DS to Combat CNP Fraud

W

hen it comes to thwarting
cybercriminals,
EMV
chip
technology has already proven to be
far more effective than its outdated
magnetic stripe counterpart. In
fact, the success of the chip-equipped cards is such
that hackers have been forced to turn their attention
to the card not present (CNP) space, where they can
make more profit. The CNP arena is such a large target
for attackers that Nilson Research predicts its related
losses to reach $31 billion by 2020.
With cybercriminals gearing up for the holidays,
merchants and credit card issuers are exposed to
fraudulent transactions coming from a variety of
channels. It is the continuous exposure of data
combined with CNP transaction fraud that create a
perfect storm with either the merchant or the issuer
left holding the bag. This growing threat results in
added friction in the name of security and users having
to jump through additional authentication hoops to
finalize their transactions.
This situation has also led to a significant increase
in false declines where real customers have not been
able to authenticate themselves and couldn’t get their
transaction through. In 2017, the U.S. lost over $300
billion to false declines, according to the Aite Group.
To mitigate this problem, credit card networks come
together to offer EMV 3DS (commonly known as 3DS
2.0), an overhaul of the old 3-D Secure protocol to
authenticate CNP transactions.
3DS 2.0 has been revamped to remove the
burdensome barriers that it was known for in the past.
This protocol is now spearheading the verification
process by gathering more information around each

transaction to help issuers make better decisions and
increase approvals.
EMV 3DS improvements enable both merchants
and issuers to make better authorization decisions.
Issuers and merchants can now balance user experience
and security to provide easy, user-friendly transactions.

Understanding EMV 3DS

The enhanced 3DS 2.0 protocol will provide a rich
data stream between issuers and merchants for better
authentication and authorization decisions. Issuers will
still be the ones deciding if a transaction should be
stepped up for further security. However, Mastercard
estimates that 90% of transactions will go through
seamlessly as a result of the additional data sets issuers
will receive, significantly reducing friction at checkout.
Another significant change is that, if the issuer asks
for additional authentication, instead of the cumbersome
one-time-passwords, users can verify themselves with
physical biometrics such as a fingerprint or facial scan.
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With the new protocol, merchants can also choose
what transactions they send through the 3DS rails and
which ones they send outside of the protocol. The only
difference for issuers is that transactions outside of the
3DS path won’t benefit from the liability shift, so the
merchant will be the one facing the cost if there is a
chargeback.

EMV 3DS Allowing Better Authorization

This enhanced protocol allows customers to have a
seamless experience or, if the issuer requires a step-up,
to easily authenticate themselves with something they
are familiar with such as a fingerprint scan.
With in-depth information surrounding each
transaction, issuers have more context to make the final
decision about whether to authorize a transaction or
not, giving their customers a better service, increasing
transaction volume and customer retention.

Moving to a 3DS World

Issuers are already working towards supporting
EMV 3DS transactions; some are even engaging key
merchants in tests to prove the value of sending the
additional 3DS data points. This is a great way to
assess the system and share the results with merchants
to incentivize their participation as well.
Cost is another factor during implementation.
In regulated markets, issuers don’t have that much
choice, but financial institutions in non-regulated
regions will normally make their decision based on
the improvement to the customer experience and fraud
prevention. Although the user experience can be harder
to quantify, issuers can make their decision based on
the value associated to increased transaction volume
and customer retention, two key metrics that 3DS is
going to impact positively.

Ryan Wilk is Vice President, Customer Success for
NuData Security, a Mastercard company. Previously,
he was manager of Trust and Safety at StubHub and
spent eight years with Universal Parks & Resorts in
various e-commerce roles.
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