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PROBLEM DEFINITION
Hundreds of credit unions are disappearing each year, as the cost of regulatory compliance,
information technology, fraud prevention and cybersecurity shrink bottom lines. Even large credit
unions with better economies must invest in digital transformation if they want to reach the nextgeneration of profitable members. Meanwhile, experienced credit union executives are retiring at a
rapid pace, while many who remain don’t have the skills or mindset to steer the credit union through
unchartered waters.
Navigating this increasingly challenging operating environment requires leadership and contributions
from the best possible talent – individuals capable of creating, implementing and supporting strategy
that can help credit unions adapt, transform and control their own destiny.
Gallup research shows that having the right people doing the right jobs for the right company can
have a significant positive impact on organizational performance, such as:
–
–
–
–
–

21% higher profitability
59% less turnover
17% higher productivity
10% higher customer metrics
41% less absenteeism

Unfortunately, the vast majority of organizations aren’t getting this right because their hiring practices
simply do not identify an optimal match, even with structured interview protocols and state-of-the-art
software. Consider this:
–
–
–

Structured interviews are 14% successful at predicting performance
Reference checks are 7% successful at predicting performance
Work experience is 13% successful at predicting performance

Research shows that current methods are unsuccessful because hiring managers spend most of the
interview trying to confirm the impression they formed in the first 10 seconds. This phenomenon is
called confirmation bias, and it’s at the heart of the problem credit unions need to solve. More
rigorous processes can help circumvent confirmation bias, but even the most demanding screening
procedure will work only if based in science.
While taking measures to verify skills and experience is critical, identifying the right candidate must
also include a nuanced assessment of aptitude and values to ensure cultural fit. According to the
Society for Human Resource Management, turnover as the result of poor culture fit can cost an
organization between 50-60% of the employee’s annual salary. A study in the journal Personnel
Psychology revealed that culturally-aligned employees greater job satisfaction, were more likely to
remain and showed superior job performance.
Cultural fit can be misunderstood and misused, allowing hiring managers the latitude to reject
candidates based on non-verifiable criteria. This practice can lead to a homogeneous workforce rather
than break-out performance. The notion of cultural fit should be expanded to include not only a shared
sense of purpose, but the importance of cultural contribution – the unique ways individuals contribute
to a team – and it must be measured and documented with the same rigor as other criteria.
Fortunately, social scientists have made culture measurable with the introduction of the Organizational
Culture Profile, but exposure to this validated methodology is rare outside of academia.
Some progressive companies are beginning to move toward hiring practices that incorporate the
science of Organizational Culture Profiles, Q-Sorts, Top Grading, Chronological In-Depth
Interviewing, etc., but anecdotal evidence suggests credit unions are not among them. Moreover, a
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national survey of credit union CEOs and HR executives indicates that 42% are not confident their
hiring process assures the best quality of hire. Only 4% said their process is “perfectly successful.”
Implementing the science-based hiring infrastructure necessary to optimize hiring success is beyond
the scope of what most companies, including credit unions, are able to accomplish. While hundreds
of hiring tools exist, none of them include the components needed to overcome confirmation biases
and incorporate cultural fit as a measurable key component of the screening process.
How might we significantly increase the percentage of very successful new hires at credit unions in
order to ensure a bright future for the credit union movement?

INNOVATIVE SOLUTION
Using scientific principles and slick technology, credit unions can move the needle on overall
performance. Finding Keepers is a turnkey, web-based solution that produces a robust “scorecard”
consisting of customized interview questions to identify the best fit across all dimensions, including:
1. The Organizational Culture Profile (OCP) assessment is an established approach for
uncovering the values that drive an organization. Finding Keepers digitizes the paper-based OCP
ranking activity so it can be completed easily by a credit union’s senior team. (See Figure 1) The
consolidated results are incorporated into the model for all future open positions. In practical terms,
cultural attributes identified through the exercise are translated into scorecard questions that will help
interviewers learn about and assess candidate values relative to those of the organization.
Figure 1:
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2. The Team Assessment is made up of two components:
• An OCP sorting exercise – a digitized version of an approach developed and validated by
research scientists (see Figure 2) to identify the cultural attributes with which individuals feel
most aligned. Team members who will be working with the new hire are asked to complete
the assessment in order to identify opportunities for alignment and diversity within the team.
• A hiring manager assessment provides the supervisor a snapshot of cultural attributes
already present in the team along with a list of options drawn from a database of desirable
attributes for the type of open position. (See figure 3) The manager then selects which
values and skills the new hire should contribute in order to support the team and
departmental objectives.
Figure 2:

Figure 3:
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Input from both Team Assessment exercises is translated into questions that will help interviewers
focus on the right cultural attributes and skills.
3. Top Performer Attributes are derived from extensive workforce studies about what character
traits are associated with success across all professions. Any such traits not already selected in
previous steps are presented to the hiring manager as additional options for inclusion. Selected
traits are translated into questions for the interview. (See Figure 4)
Figure 4

4. Job Knowledge and Skills are presented for the specific type of open position, drawn from a
large database of possibilities. The manager selects the desired proficiencies, which are translated
into interview questions and used to populate a job description and posting. (See Figure 5)
Figure 5
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All interview questions are combined into the Finding Keepers scorecard with a 1-7 scoring scale,
including measurement cues intended to help interviewers score candidates consistently. (See
Appendix I for an example). The scorecard can be completed in either paper or digital form. Finding
Keepers calculates an overall score, which is used to narrow or finalize hiring decisions.
While the primary innovation presented by this solution is in the development of the job scorecard
and related processes, Finding Keepers is envisioned to be a robust application that supports the
entire new hire process. (See Appendix II)
Additional features will include:
•
•
•
•
•
•

The platform will integrate leading resume screening and tracking technologies.
The platform will distribute and track the results of a wide range of assessment tools and
tests, presenting users with templates and integrating all activity into a single interface.
A Candidate Tracker component presents HR and hiring managers with a snapshot view of
each open position and each candidate, showing where individuals are along the hiring
journey.
The software allows HR or hiring managers to generate communications directly to the
candidates, including forms, tests, offer letters, etc. – all of which are stored and tracked in
the platform, and much of which can be automated.
The platform will offer a candidate portal, which allows candidates to submit follow up
documentation and view their status in the hiring journey as well.
The platform includes a customizable hiring success scorecard to give management a broad
view of the overall effectiveness of the credit union's hiring practices based on factors such
as satisfaction assessments, performance reviews, longevity, etc.

PROTOTYPE
An online prototype of Finding Keepers was developed and shared with industry HR professionals as
well as non-affiliated professional managers through the TryMyUI software platform. Testers were
given instructions to perform a complete new hire process for a Technology Support Engineer,
including the Organizational Culture Profile, Team Contribution Assessment, Top Performer Attribute
selection and Job Knowledge Skills selection. Throughout the exercise, testers are encouraged to
make verbal comments for recorded sessions as a form of feedback for the project team. They are
also asked to rate the relative ease of each step of the process and are then presented with several
general questions regarding their perceptions of the tool. Screen shots of the prototype are shown
in the Innovative Solution section above.
The team also conducted a survey of credit union CEOs and HR professionals to gather insights
about current hiring practices and perceptions.
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TESTING AND RESULTS
The prototype was tested by seven individuals, providing the team with meaningful qualitative
feedback.
Overall, testers stated that they believed Finding Keepers would be very valuable and that it would be
useful for their organizations, with just one skeptic. Quotes:
•
•
•
•
•
•
•

These questions really get to the core of what the character of a place.
I like that it was extremely detailed. Nothing was left out so I felt like it would be a very
thorough assessment tool.
I think there would be quite a bit of value added for our organization to use a tool such as
this. Many hires are made based on gut feelings rather than assessment of actual skill sets.
I like the way it is organized…it definitely helped out with the prioritizing the quality and
description of the position.
The culture attributes and company values help select the right team members not only for
the organization but for the specific team.
The tool was easy to use and the drop down menu options were helpful in making decisions.
Very nice! Man what a time saver! Very nice, I like the website, like this application!

Most users found the process to be easy, though concerns were voiced about prototype functionality
and flow at times. This feedback presented opportunities for improvement to onscreen instructions
and labeling, and also supports the intent to provide real-live users an orientation to the software prior
to deployment.
Survey:
•
•
•

A total of 125 responses among credit union CEOs and HR professionals make the results of
the exploratory survey statistically relevant.
42% have a low level of confidence their hiring process assures the best quality of hire, which
translated to a score of 2.43 on a 1-5 scale.
35% have a low level of confidence their hiring process assures the best cultural fit, values
and personal attribute alignment, translating to a score of 2.34 on a 1-5 scale.

The primary obstacles credit unions face in achieving better hiring are resource constraints and
time constraint. Specifically:
•
•
•
•

Lack of skills, expertise and systems: 39% said this had a negative effect on their ability to
hire the best quality candidate.
Lack of skills, expertise and systems: 55% said this had a negative effect on their ability to
hire for cultural fit.
Being in a rush to fill positions: 50% said this had a negative effect on their ability to hire the
best quality candidate.
Being in a rush to fill positions: 55% said this had a negative effect on their ability to hire for
cultural fit.

Overall, 60% of survey respondents said they would be interested in using a credit union-centric,
comprehensive new hiring platform with integrated scientifically driven processes.
Additional research should be undertaken as part of the next planning phase, including testing of an
updated prototype, surveys with more explicit questions about Finding Keepers, and focus groups for
a deeper dive into the underlying research.
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BUSINESS MODEL AND 3-YEAR FINANCIAL PROFORMA
Many credit unions currently pay hundreds of dollars per month for each of multiple platforms to
facilitate their hiring process, supporting the notion that these services have tangible value. The
additional, science-based functionality offered by Finding Keepers is expected to provide even great
value to credit unions, yet it will most likely not cost them any more to deploy than the systems it will
replace. The pro forma numbers align with the following assumptions:
•

An industry-friendly entity or group of entities (which may include credit unions) will provide
initial capitalization. These entities may or may not choose to form a CUSO.
• The organization will spend the first six months in development, so initial sales will
commence in the third quarter of operations.
• All users will adopt the entire platform (though in reality, it will be possible to purchase
individual modules to complement existing programs).
• Fees will depend on asset size and new hire volume, though an average is presented here.
• The organization will hire two permanent staff: a manager to oversee the operation, perform
business development, and provide all start up consultation and training to credit unions; an
IT professional.
• During year one, the manager will work closely with one or more consultants to develop a
strategic plan, source data and companion systems, and oversee software development.
• Initial software development will be outsourced.
• At the end of five years, the operation will be well-positioned to fund expansion with
remaining capital.
Year 1
Year 2
Year 3
Year 4
Year 5
Initial Capitalization
$ 525,000
# of credit union users
5
15
25
35
50
Income Statement
Implementation Fee Avg. $10,000
Annual Subscription Fees Avg. $12,000/year
Total Revenue

$ 50,000 $ 100,000 $ 100,000 $ 100,000 $ 100,000
$ 60,000 $ 180,000 $ 300,000 $ 420,000 $ 600,000
$ 110,000 $ 280,000 $ 400,000 $ 520,000 $ 700,000

Operating Expenses
Management Expenses
Software Development
R&D Consultant
Marketing
Miscellaneous
Capitalized Expenses
R&D Consultant
Software Development
Sales & Marketing
Miscellaneous
Total Capitalized Expenses

$ 300,000 $ 309,000 $ 318,270 $ 327,818
$ 32,500 $ 50,000 $ 50,000 $ 50,000
$ 25,000 $ 10,000 $ 10,000 $ 10,000
$ 10,000 $ 25,000 $ 25,000 $ 25,000
$ 10,000 $ 10,000 $ 10,000 $ 10,000
$ 377,500 $ 404,000 $ 413,270 $ 422,818
$ 150,000
$ 250,000
$ 35,000
$ 40,000
$ 475,000

$
$
$
$
$

12,500
20,833
2,917
3,333
39,583

$ 12,500 $ 12,500
$ 20,833 $ 20,833
$ 2,917 $ 2,917
$ 3,333 $ 3,333
$ 39,583 $ 39,583

Total Expense

417,083

443,583

Net Profit
Capital Balance:

-307,083
217,917

-163,583
54,333
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452,853
-52,853
1,480

$ 337,653
$ 50,000
$ 10,000
$ 25,000
$ 10,000
$ 432,653

$ 12,500 $ 12,500
$ 20,833 $ 20,833
$ 2,917 $ 2,917
$ 3,333 $ 3,333
$ 39,583 $ 39,583
462,401
57,599
59,079

472,236
227,764
286,843

COMMENTS, NEXT STEPS, AND CALL TO ACTION
With expenses escalating and competition increasing – especially from new, unregulated sectors–
credit unions need a breakthrough if they are going to successfully navigate the uncertain territory
ahead.
Imagine a future where every member of your credit union’s team is the best possible person for the
job, where they are all moving in the same direction, aligned with the shared vision, and contributing
in unique and valuable ways. Imagine leveraging top talent to take your credit union to the next level.
Imagine magnifying the value you bring to members by connecting them to world class products and
experiences that only the best employees can provide.
Imagine Finding Keepers. It is real. It is founded in science. It can revolutionize your credit union.
Additional work is needed to create a full business plan, establish the organizational structure, and
build a fully-functioning prototype. Credit unions and credit union partners can be a part of this gamechanging program. Just let Filene know that you would like to help.
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Appendix I: Finders Keepers Scorecard
SCORECARD: Technical Support Engineer
(sample paper version)
SUMMARY:
Provide superior customer service that meets the service standards and values of the
organization. Perform and prioritize the technology support and administration functions
necessary to maintain service to company.
SCORING SYSTEM:
Score
7
6
5
4
3
2
1

Definition
Exceptional: rare or outstanding understanding or demonstration of skill
Excellent: strong understanding of concepts and demonstration of skill
Above Average: above the average level of understanding or capability
Average: demonstrates basic ability or understanding of skill
Below Average: below the basic level of understanding or capability
Poor: lacking the basic understanding or ability
Unacceptable: unsatisfactory or inappropriate response or understanding

Attribute

Custom Interview Questions

Cultural Attributes
Social
Responsibility

Supportiveness

Performance
Orientation

Score
1-7

Tell me about your present or last job. Why did you choose it? Why did
you/do you want to leave?
Scoring Cues:
• Does the response suggest the candidate has a clear and guiding
philosophy surrounding decisions to pursue, accept or leave a job?
• Did the response indicate the candidate has a sense of responsibility
to the organization?
• Is the response thoughtful/reflective?
Tell me about a time when you were a part of a great team. What was
your part in making the team effective?
Scoring Cues:
• Does the response indicate a tendency toward collaborative
success? Including sharing information and success?
• Does the candidate seem to be people-oriented? Care about the
welfare of the team?
Tell me about a personal or career goal that you have accomplished
and why that was important to you.
Scoring Cues:
• Does the response suggest that the candidate is enthusiastic about
his or her work?
• Does the response reflect a high expectations of self and others?
• Does the response speak to results as the measure of success (v.
focusing on the work done to achieve it)?
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Position Attributes
Communication
Skills

Problem Solving

Prioritization

Team player

Emotional
Intelligence

1-7
Have you ever talked to an angry customer? If so, how did you manage
the situation?
Scoring Cues:
• Does the response suggest the candidate understands how to
remain calm and demonstrate good listening skills?
• Did the response indicate the candidate has a sense of how to
deescalate a situation?
Tell me about a time you identified a problem. How did you prevent it
from escalating?
Scoring Cues:
• Does the response suggest the candidate knows how to approach
complex issues?
• Did the response indicate the candidate is able to analyze data to
understand the root of a problem?
• Did the candidate display innovation in their solution?
How do you organize your work when you have to juggle multiple
projects/tasks at the same time?
Scoring Cues:
• Did the candidate demonstrate an acceptable way to organize the
work?
• Did the response indicate the candidate uses good judgement in
assessing the urgency of assignments?
• Does the response suggest the candidate considers the time, effort,
and resources needed for each task?
Describe a group project you worked on. What was your role and what
did you achieve?
Scoring Cues:
• Does the response suggest the candidate understands how to share
information and express their ideas?
• Did the candidate acknowledge contributions of others on the team
and any help they received to reach their own accomplishments?
• Did the response indicate the candidate understands the value of
collaboration?
Tell me about a time someone criticized your work. How did you
respond and what did you learn?
Scoring Cues:
• Does the response suggest the candidate is able to manage their
emotions and make feedback constructive?
• Did the response indicate the candidate is able to recognize and
regulate their behavior?
• Does the response suggest the candidate was able to make
improvement as a result of the feedback?
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High Performer
Attributes
Drive

Self-direction

Initiative

Strategic Thinking

Problem Solving

1-7
Explain the phrase “work ethic” and describe yours.
Scoring Cues:
• Does the response suggest the candidate understands
accountability and completing tasks the right way as opposed to just
getting the work done?
• Did the response indicate the candidate embraces the importance of
urgency and attention to detail?
Do you prefer a job with clearly defined tasks, or one that is more selfdirected?
Scoring Cues:
• Does the response suggest the candidate is able to work on their
own with little supervision?
• Did the response indicate the candidate is able to make good
decisions about work that needs to be done?
Give an example of when you’ve shown initiative or taken the lead.
Scoring Cues:
• Does the response suggest the candidate is able to identify work
that needs to be done without being told?
• Did the response indicate the candidate assesses different possible
solutions before reaching out to others?
What are the steps that you have taken during your career to become a
more strategic thinker? What measures or indicators do you have for
growing the skill?
Scoring Cues:
• Does the response suggest the candidate develops plans to
overcome potential obstacles?
• Did the response indicate the candidate sets long-term objectives
and understands how to utilize resources effectively to reach them?
Described a situation in which you had to make a decision when you
didn't have all facts available. What process do you follow for making
decisions for these different circumstances and were you satisfied with
the results?
Scoring Cues:
• Does the response suggest the candidate understands how to
evaluate circumstances to reach objective conclusions?
• Did the response indicate the candidate considers alternatives and
weighs pros and cons?
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Position Skills

1-7

Help Desk

What help desk tools have you used in the past?

Help Desk

Scoring Cues:
• Does the response suggest the candidate is knowledgeable and
experienced with known toolsets?
What do you do when you are unable to answer a help desk call?

Printing

Scoring Cues:
• Did the response indicate the candidate is comfortable with the
scenario and has past experience to deal with it appropriately?
Walk us through the steps of adding a new printer to a user’s network.

Patching

Scoring Cues:
• Did the candidate ask appropriate questions to complete the task?
• Does the response suggest the candidate would be able to
successfully perform the task?
Walk us through the process for applying patches.

Antivirus

Scoring Cues:
• Did the candidate supply appropriate details about how to complete
the task?
Walk us through the steps of installing antivirus software.

Troubleshooting

Prioritization

Scoring Cues:
• Did the candidate provide details relevant to the task?
• Was there anything concerning about the response that questions
the candidate’s ability to perform the task?
A caller reports that their monitor has blacked out. How would you
troubleshoot?
Scoring Cues:
• Did the response indicate the candidate is able to troubleshoot the
problem appropriately?
• Was the candidate able to provide reasonable steps to get to
resolution?
Tell us about the types of issues you would expect in our help desk
queue and how would you prioritize them daily?
Scoring Cues:
• Did the response indicate the candidate is familiar with common
tasks assigned to the support desk?
• Was the candidate able to prioritize the tasks appropriately?
Total
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Appendix II: Complete Finding Keepers Model
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ABOUT FILENE
Filene Research Institute is an independent, consumer finance think and do tank. We are
dedicated to scientific and thoughtful analysis about issues affecting the future of credit
unions, retail banking, and cooperative finance.
Deeply embedded in the credit union tradition is an ongoing search for better ways to
understand and serve credit union members. Open inquiry, the free flow of ideas, and debate
are essential parts of the true democratic process. Since 1989, through Filene, leading
scholars and thinkers have analyzed managerial problems, public policy questions, and
consumer needs for the benefit of the credit union system. We support research, innovation,
and impact that enhance the well-being of consumers and assist credit unions and other
financial cooperatives in adapting to rapidly changing economic, legal, and social
environments.
We’re governed by an administrative board made up of credit union CEOs, the CEOs of
CUNA & Affiliates and CUNA Mutual Group, and the chairman of the American Association of
Credit Union Leagues (AACUL). Our research priorities are determined by a national
Research Council comprised of credit union CEOs and the president/CEO of the Credit Union
Executives Society.
We live by the famous words of our namesake, credit union and retail pioneer Edward A.
Filene: “Progress is the constant replacing of the best there is with something still better.”
Together, Filene and our thousands of supporters seek progress for credit unions by
challenging the status quo, thinking differently, looking outside, asking and answering tough
questions, and collaborating with like-minded organizations.
Filene is a 501(c)(3) nonprofit organization. Nearly 1,000 members make our research,
innovation, and impact programs possible. Learn more at filene.org
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