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Boundary Managementsm
Credit Union President’s Boundaries
Note:  This a partial draft of Boundary Policies for a credit union’s senior manager group.  The organization’s name has been changed and the policies that are specific to the organization have been left out, had a blank inserted, or were changed.  

1. Boundary Management Process

1.1. Management Style

The management style is to state clearly what is required by defining End Results and Management Limitations.  All other management communications will be suggestions or information.  

1.1.1. Types of Management Policies

There are four types of policies to be used:

1.1.1.1. Boundary Managementsm Process

1.1.1.2. Delegation of Authority and Accountability

1.1.1.3. Group/Department/Position Ends

1.1.1.4. Management Limitations

2. Delegation of Authority and Accountability

2.1. Delegation of Authority
The President can give no more authority than that given by the Board of Directors to the President but the President may give less.

As long as the Vice Presidents use a reasonable interpretation of the President’s End Results and Management Limitations Policies, the Vice-Presidents are authorized to make any decision and take any action.

The President may change the End Results or the Management Limitations policies, thereby changing the range of choices given to the Vice-Presidents.  However, as long as any particular policy is in place, the President will respect and support the Vice-Presidents’ choices.

2.2. Management Limitations

These are the boundaries within which the Vice-Presidents’ decisions and actions must take place.  

There are two types of Management Limitations:

2.2.1. Group 

Although an individual may be meeting his or her Limitations, the Group Limitations must be met as well.  These are the policies that identify the Vice-President’s responsibility to the corporate success of the organization.
2.2.2. Position Specific

These policies reflect the limitations placed on an individual position. 

2.3. Monitoring

The Vice-President’s performance will be judged against the accomplishment of End Results and operation within the boundaries established in the Management Limitations.

In every case, the standard for compliance shall be any reasonable interpretation of the Management Policy being monitored. 

As part of monitoring, the Vice-Presidents shall not fail to report in a timely manner any actual or anticipated noncompliance with any Management Limitation policy.  If possible the Vice-Presidents shall take immediate action to correct the noncompliance, and report the results to the President.  If immediate actions cannot be taken, the Vice-Presidents shall share with President a plan for corrective action.

3. End Results

These are the areas in which the organization is trying to optimize results.  For each End Result, there is a minimum level of performance that needs to be achieved, with a target level that identifies optimal performance.  Group End Results apply to all of the President’s staff and have a higher priority than End Results for a specific position.  

3.1. Shared  

3.1.1. Increase Member’s Financial Security
3.1.1.1. Target:  Improve the financial security of 20% of the most at-risk members.
3.1.1.2. Minimum:  Reduce Improve the financial security of l5% of the most at-risk members.
4. Management Limitations

4.1. Mega-Limitation

The employees of the organization will not act in a manner that is unethical or imprudent.

4.2. Shared Management Limitations

These Shared Management Limitations apply to all of the President’s Vice-Presidents.  They have a responsibility to the total organization that goes beyond their department or position’s responsibility. These shared management limitations create a balance in overall organizational actions.  

4.2.1. Communication to the President

The Vice-Presidents shall assure that the President is informed and aware of significant developments or situations, and the decisions and actions that the Vice-Presidents have taken, accordingly:

4.2.1.1. The Vice-Presidents shall not neglect to submit monitoring reports based on the End Results and Management Limitations in a timely, accurate, and understandable fashion.  

4.2.1.2. The Vice-Presidents shall not let President be unaware of any significant changes or unexpected results, in a timely fashion.

Monitoring: Quarterly, by the Vice-President

4.2.2. Cooperation/Coordination

In the Vice-Presidents’ efforts to achieve the End Results, they shall not fail to identify where cooperation and coordination are necessary.

Monitoring: Quarterly, by the Vice-President

4.2.3. Responsibilities for Functional Activity

4.2.3.1. No one shall be responsible for the Loan functions except the Vice-President Loans.

4.2.3.2. No one shall be responsible for the Financial and Accounting functions except the Vice-President Finance.

4.2.3.3. No one shall be responsible for the Operational functions except the Vice-President Operations.

4.2.3.4. No one shall be responsible for the Marketing functions except the Vice-President Marketing.

Monitoring: Annually, by the President
Group Planning

The Vice-Presidents shall not fail to approach the planning process in a way that will meet or exceed the management limitations and project achieving the End Results.  In the development, planning and scheduling of future activities, the Vice-Presidents as a group:

4.2.3.5. Shall not fail to identify and exceed the minimum Group End Result Performance.

4.2.3.6. Shall not fail to include specific product and service levels.
4.2.3.7. Shall not fail to provide a current twelve-month calendar, in at least monthly unit that identifies projects and activities.

4.2.3.8. Shall not fail to identify the greatest opportunities and threats.

4.2.3.9. Shall not fair to review quarterly the current plan as a realistic projection of future performance.
4.2.4. Financial Condition

The Vice-Presidents:

4.2.4.1. Shall not fail to maintain a capital ratio of _______

4.2.4.2. Shall not exceed a salary to expenses ratio of _____.

4.2.4.3. Shall not exceed an expense to income ratio of ______.

4.2.4.4. Shall not exceed a delinquency ratio of ______.

Monitoring: Monthly by the Vice-Presidents, for the current month and projections for the next six months

4.2.5. Treatment of Members

The Vice-Presidents:

4.2.5.1. Shall not fail to develop effective Member procedures for the following areas:

· Problem Resolution

· Member Needs Analysis

· Product and Service Delivery

4.2.5.2. Shall not fail to treat Members with respect and dignity.  

4.2.5.3. Shall not fail regularly to solicit Member feedback about needs and the quality of service.

Monitoring: Semi-Annually, by the Vice-Presidents 

4.2.6. Corporate Policies and Procedures

The Vice-Presidents:

4.2.6.1. Shall not fail to comply with the Human Resource policies and procedures.  

Monitoring: Annually, by the President
4.3. Vice-President - Loans
4.3.1. Financial Condition

The Vice-President – Loans:
4.3.1.1. Shall not exceed a salary to Loan Department expense ratio of _____.
4.3.1.2. Shall not 

Monitoring: Quarterly, by the Vice-Presidents

4.4. Vice-President – Finance

4.5. Vice-President – Operations

4.6. Vice-President - Marketing
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