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Process Improvement:  Identifying Efficiencies To Help Improve Your Bottom Line 
By c. myers corporation 
 

 
ow often have you heard 
or stated, “We need to be 
more efficient” in order to 
control expenses and 

improve service?  However, when 
asked why existing processes are 
used, the answer is usually, 
“We’ve always done it that way.”  
When asked if the existing 
processes are documented, the 
answer is usually, “Not really.”   
 
 

Overview 
 
Process clarity is a key component 
in Process Improvement and 
effective organizational structure.  
Yet many organizations, including 
credit unions, do not have their 
processes adequately 
documented.  Process clarity is 
often murky at best.  As a result, 
many are in a poor position to 
even begin thinking critically 
about how to create efficiency.  
 
 
The overall objective of 
Process Improvement is 
to eliminate waste by 
identifying and removing 

non-value-add activities 
and/or improving the 
product and/or the 
processing time of 
value-add activities. 

 

Non-value-add activities usually 
meet one or more of the following 
criteria:  

 The activity has no internal or 
external customers/members 

 Customers/members are not 
willing to pay for it 

 The activity is not required for 
financial, regulatory or other 
business reasons 

 
All other activities in the process 
are value-add. 
 
As with any undertaking, and 
especially with Process 
Improvement, you want to be sure 
to: 

 Set your objectives, which 
should answer what you want 
to accomplish with Process 
Improvement   

 Develop a Game Plan 

 Develop a Communication 
Plan 

 Create a Business Process 
Improvement Team to 
oversee the rollout 

 Develop and make the 
necessary tools available 

 Secure and administer 
training for the team  

 Identify a process owner for 
each process to be mapped 
and improved  

 

A Proven Process 
 
Many of the well-known Process 
Improvement methods use what 
is known as DMAIC (Define, 
Measure, Analyze, Improve and 
Control).  This is a proven method 
and can be applied to any process 
at a credit union, CUSO or any 
other business.  Following is a 
breakdown of the components of 
each step. 
 
Define:  
To have the team and 
stakeholders reach agreement on 
the scope and goals. 
 
The team will work to define: 

 The boundaries of a specific 
process; in other words, the 
beginning and the end   

 The internal/external 
customers 

 The customer requirements 
and expectations 

 
To solve a problem or to leverage 
a potential opportunity, it is 
absolutely critical that you have a 
clear understanding of the 
existing situation.  For example, 
not clearly defining a problem can 
result in a wrong solution.    
 
In this stage, the team will map 
the flow of the existing process. 
The best way to most accurately 
map an existing process is to 

H 



 

8222 s. 48th street   |   suite 275   |   phoenix, arizona 85044   |   800.238.7475   |   www.cmyers.com 
Proprietary property of c. myers corporation   |   February 2010 

Page 2 of 3 

involve the employees that 
perform the process functions.  
They are in the best position to 
know what steps are being 
performed and may be able to 
more easily identify roadblocks 
and bottlenecks.  Additionally, 
involving them can be a great 
morale booster, as they recognize 
their input on how things are 
done and what should be 
improved is valued. 
 
Tips for Process Mapping: 

 Identify an experienced 
facilitator that is not close to 
the process to lead the group 
through this exercise.  Many 
make the mistake of having 
the department manager or 
other person in the chain of 
command lead the group; the 
resulting work often reflects 
what the manager or senior-
level person thinks the 
process is or should be—
rather than what the current 
process actually is 

 Brainstorm all the activities in 
the process and write them 
down on large Post-its® (5 x 7 
Post-its® are best)  

 After brainstorming and 
documenting all activities, 
arrange as best as possible the 
Post-its® in chronological 
order, ideally on a large piece 
of paper taped to the wall.  
(Rolls of paper purchased 
from an office supply store 
that are 4-feet high and can be 
cut into 8-foot-long sections 
work best.)  Alternatively, 
using several pieces of 
flipchart paper taped to the 
wall is sufficient 

 Ask participants to step back, 
review the beginnings of the 
map and then encourage 

them to spend time discussing 
and even debating the order 
and content of the activities; 
then, make the appropriate 
adjustments to the Post-its® 

 After reaching consensus 
among participants, 
memorialize the existing 
process by transferring what 
was written on the Post-its® 
to the paper and use flow-
chart arrows to help illustrate 
the process   

 
 
Measure:   
To thoroughly understand the 
current state of the existing 
process and collect reliable data 
on the process speed, quality and 
cost that you will use to expose 
the underlying causes of 
problems. 
 
The team will work to: 

 Develop a data collection 
plan.  An examples of data 
includes the time it takes to go 
from one step to another 

 Collect relevant data to 
establish a baseline (e.g., How 
long does the existing process 
take?) 

 Update the map with 
applicable data; be sure to 
include templates, documents 
and, if necessary, pictures to 
help the team members “see” 
the process  

 
Tip:  Review the data prior to 
applying to the process map as, 
sometimes, people get off track 
and collect data that is not 
relevant to the process.   
 
 
 
 

Analyze:  
To pinpoint and verify causes 
affecting the key input and output 
variables.  (Using member 
business lending as an example, 
input could be the loan 
application and output could be a 
funded loan.) 
 
The team will work to: 

 Conduct value analysis. 
Identify value-add and non- 
value-add activities            
(See above for a definition of 
non value-add activities) 

 Identify bottleneck points 

 Identify rework points 

 Generate theories to explain 
potential causes for 
bottlenecks and reworks 

 
Tip:  Most people will have a 
tendency to “justify” all activities 
as value-add.  To counter this 
tendency, consider using a 
facilitator with experience in 
Process Improvement that is not 
directly tied to the process 
selected for improvement.   
 
 
Improve:  
To learn from test pilots of the 
selected solutions and execute 
full-scale implementation. 
 
The team will work to: 

 Develop potential solutions.  
This is one step where 
pushing for creativity is 
desired 

 Evaluate, select and refine the 
best solutions 

 Develop the desired process 
map 

 Develop and test pilot 
solutions 
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 Confirm attainment of project 
goals 

 Develop and execute full-scale 
implementation plan  

 
Tip:  Keep your team focused on 
the scope and objectives as there 
may be a tendency to go beyond 
the boundaries.   
 
 
Control:  
To complete the Process 
Improvement work and hand off 
an improved process to process 
owners with procedures for 
maintaining the gains. 
 
The team will work to: 

 Develop supporting methods 
and documentation to sustain 
full-scale implementation 

 Launch implementation 

 Lock in performance gains.  
Use mistake proofing or other 
measures to prevent people 
from performing work the old 
way 

 Monitor the implementation 

 Develop process control plan 
and hand off control to 
process owner, including 
process audits and other 
ongoing measurements 

 Document ideas about where 
your company could apply 
the methods and lessons 
learned  

 
Tip:  Control the map; develop a 
method to control/restrict 
changes and ensure version 
control, which is critical when 
making changes to the process.  
 
 
 
 

Summary 
 
The DMAIC methodology, as 
described above, can lead to 
appropriate, sustainable solutions 
for a wide range of processes at 
your credit union, leading to 
greater efficiencies and, quite 
likely, improved customer loyalty 
and bottom-line performance.   
 
 

f you would like to discuss 
specific issues that relate to 
your credit union’s Process 
Improvement process, feel 

free to contact us at:  800-238-7475. 

 Sally Myers, CEO 

 John Myers, President 

 Dan Myers, Senior Consultant 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

About c. myers 
 
Since the volatile 1980s, c. myers’ 
principals have been providing 
sound decision information to 
executives in the financial services 
industry. 
 
For the last 18 years, hundreds of 
credit unions, including 25% of 
those over $100 million in assets 
and 50% over $1 billion, have 
found value in our proven and 
practical approach to addressing 
emerging and complex business 
issues.  

 
 
 
 
 
 
 
 
 
 
 
  
 

I cm 



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /sRGB
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments true
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<

    /BGR <>
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /CZE <>
    /DAN <>
    /DEU <>
    /ESP <>
    /ETI <>
    /FRA <>
    /GRE <>

    /HRV (Za stvaranje Adobe PDF dokumenata najpogodnijih za visokokvalitetni ispis prije tiskanja koristite ove postavke.  Stvoreni PDF dokumenti mogu se otvoriti Acrobat i Adobe Reader 5.0 i kasnijim verzijama.)
    /HUN <>
    /ITA <>
    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /LTH <>
    /LVI <>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /POL <>
    /PTB <>
    /RUM <>
    /RUS <>
    /SKY <>
    /SLV <>
    /SUO <>
    /SVE <>
    /TUR <>
    /UKR <>
    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /ConvertToCMYK
      /DestinationProfileName ()
      /DestinationProfileSelector /DocumentCMYK
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure false
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles false
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /DocumentCMYK
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /UseDocumentProfile
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


