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HOW YOU ATTRACT AND RETAIN NEW BUSINESS HAS CHANGED FOREVER.  

Credit union membership is growing again, and a new generation of potential members is reaching financial 
maturity. They are tech-savvy, they know what they want, and they are willing to change financial partners 
to get it. Credit unions are responding by doing what they do best—providing personalized services that help 
members reach their goals, and leveraging their ability to quickly deploy new services. These are exciting 
times.

In today’s competitive environment, services such as mobile deposit and bill pay, online loan originations 
and membership applications, are no longer optional. And new technologies and user demands just keep 
emerging. Today’s members want real-time access to everything. “Self-service” and “omni-channel” aren’t 
just buzzwords—they are the next version of normal. 

However, creating and marketing new services requires ongoing investments in strategic technology. The big 
banks and non-traditional providers that are vying for the attention of your members and prospects often 

FIGURE 1: SEVEN YEAR CREDIT UNION GROWTH TRENDS. CUNA 2015
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have deep technology pockets, or lighter regulatory and overhead burdens, compared to yours. At the same 
time, as membership surges, so does the cost of internal operations. Employees are spending more time with 
members and on back-office processes. If you are like most credit unions, you find yourself wrestling with 
how to fund both internal productivity improvements and create leading edge, member-facing services. In 
this report, we examine the untapped and under-recognized potential of document  imaging solutions for 
generating efficiency gains and substantial hard cost savings, while immediately improving member service 
levels. In addition, we consider how streamlining document management is at the very heart of your ability 
to provide additional services, now and in the future. 

Specifically, we review five areas where credit unions are not getting everything they can out of their 
 technology, how these inefficiencies create waste and inhibit growth, and how to move ahead.

True, credit unions have been beating the drum of efficiency and productivity for years, and successfully  using 
document imaging as part of that effort. But document imaging, or its advanced technology  counterpart 
known as enterprise content management (ECM)*, touches every process across every department and 
branch you have. Don’t assume it has nothing further to offer.

1. EVERYTHING STARTS WITH ELIMINATING PAPER 

According to a 2014 study, 84% of credit unions are still using a combination of paper-based and electronic 
systems to manage documents and other content. Paper comes with obvious hard costs: paper and supplies, 
printers, copiers, couriers, storage space and transportation logistics. More significantly, paper generates a 
surprising amount of wasted time— the time your employees spend to print it, share it, copy it, file and store 
it, move it around, locate it when it’s needed again, and—sometimes—reproduce it when it goes missing. 
Gartner, ARMA, and AIIM put the cost of this time spent at an astonishing $4,500 a year per knowledge 
worker. This is time you can’t spend creating value for your members.

*In this paper, the term “electronic content management” or “ECM” is used interchangeably with “document imaging.” To be more precise, ECM represents 
higher-order advanced solutions for creating, storing, managing and accessing documents of all types; document imaging is the more familiar term used for 
legacy systems.

FIGURE 2: EIGHTY-ONE PERCENT OF CREDIT UNIONS ARE STILL USING A COMBINATION OF PAPER-BASED AND ELECTRONIC SYSTEM 
TO MANAGE DOCUMENTS AND OTHER CONTENT. BLUEPOINT SOLUTIONS, 2015
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The bottom line about going paperless is that your employees handle paper and electronic records all day 
long and in every member interaction, so each sheet of paper you remove represents cost savings, both 
hard and soft. This should be the first place you look to create greater efficiency in your institution. It means 
you must be willing to examine all your processes, internal and member-facing, and to invest in new or 
replacement ECM solutions. 

2. NEXT, REPAIR YOUR FRACTURED STORAGE STRATEGIES 

Imagine a member who comes into a branch needing copies of her home loan records, perhaps some 
 transaction receipts, and her financial statements. Some of what she wants may be readily accessible, but 
more than likely it will take an hour or more, possibly stretched out over multiple days and physical locations. 
Your employee will first go to the statements section of your imaging system to search, save and print the 
right paperwork, and then repeat this process for the loans and receipts information. This laborious process 
wastes your employee’s time and, worse, disappoints your member, who leaves the branch empty-handed.

Such scenarios are not exceptions. For most credit unions, they happen every day, even if you are using 
 document imaging instead of paper files. 

In our new, omni-channel reality, documents such as loans, receipts and financial statements must be  available 
everywhere: in the branch, from the call center, and through multiple digital channels. Unfortunately, you 
probably can’t deliver this level of functionality today. In part, this is because older digital imaging systems 
are not comprehensive and typically do not communicate with other systems. But the larger issue is that the 
instant response times your members want (and your employees need) can completely break down if all your 
files are not stored together. Legacy document systems are simply not designed with this capability.

CASE IN POINT: CABRILLO CREDIT UNION’S BEST PRACTICE 

Cabrillo Credit Union was recognized in 2014 with a Credit Union Journal Best Practices Award for successfully 
implementing a comprehensive enterprise content management solution. Although the credit union had been running 
a document imaging system for almost ten years, they were still housing an entire room full of paper, and dedicating 
employees to processing it. 

When Cabrillo started using their new, integrated system, they did away with on-site document archiving entirely, 
because the new digital archives were accessible throughout their entire branch network. They achieved an immediate 
40% reduction in paper and 100% decrease in courier services. More important, they garnered an impressive 20% 
surplus of employee time, which they reallocated to member-facing, value-creating activities.

Stop managing electronic documents the way you did paper.  When document imaging was first introduced 
to credit unions, files were organized to mimic how paper documents were being used. Document collections 
wound up in silos, or grouped along department lines. This scheme made the initial transition to digital files 
easier for employees, who just needed to search the loan section of the imaging system instead of going to
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the loan document file cabinet at a branch. Unfortunately, retaining fragmented filing schemes has 
perpetuated the inefficiencies inherent in the paper filing systems they replaced. 

The older your system, the more likely it is your processes are automated but not very efficient. According 
to a 2014 study, 69% of credit unions are using a document imaging system that is more than five years 
old, and more than 80% still use paper-based systems along with their electronic ones. Five years is a very 
long time in the life of electronic systems and devices. To put it in perspective, consider the rapid growth of 
tablet technology. Apple’s iPad was only launched in 2010; in 2015 the Gartner Group predicts that tablet 
sales will outstrip even laptop computers. Technology doesn’t remain static, and neither do the habits of its 
users. Just as few of us still sit at our desks every time we use our tablets, it makes little sense to continue to 
use document management technology based on highly fractured data silos.

Instead, manage documents the way you conduct business.  Up-to-date ECM systems have moved away 
from department-centric or filetype-centric to member-centric file structures. Every document for a single 
member is placed in that member’s file, regardless of type or point of origin—receipts, loans, statements, 
signature cards, even audio or visual recordings. 

In our earlier scenario, the member had to wait hours or even days for her credit union to search its 
scattered files and compile her loan documents, receipts and statements. Consolidating all of these different 
documents into a single, member-centric file not only saves hours of labor (costs); it turns this member’s 
disappointment into cheerful satisfaction.

The bottom line about member-centric systems is that your business is about your members and  member-
centric systems are the key to efficient information retrieval and use. When you give employees access 
to a holistic view of each member’s relationship with your credit union, every interaction turns into an 
opportunity to build and deepen that relationship. Furthermore, member-centric, integrated files are 
absolutely fundamental for the omni-channel and self-service applications of the future.

CASE IN POINT: BLUE EAGLE CREDIT UNION’S “BETTER THAN NEW” SYSTEM

In 2012, Blue Eagle Credit Union, with four branches and 11,650 members, needed a faster way to respond to 
members. The credit union had spent the past several years replacing two paper-heavy processes with an electronic 
loan origination system and an e-signature service. But the majority of its documents were still paper, and were stored 
by type in the originating branch location. 

In 2013, the credit union implemented an ECM system based on a member-centric file structure. They succeeded in 
improving member response time and service levels, and watched as their members visited any branch and left with all 
the information and paperwork they came for. No more multiple trips to the branch for members; no more multiple 
file searches by employees.

3. TIME TO DECENTRALIZE SCANNING  

Here is another common branch interaction: a member walks in the door and hands a paper document—
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maybe a signature card or a loan application—to one of your employees. What happens to that document? 

In many credit unions, although the transaction is processed on the spot, the physical document has a long wait 
before being scanned into a digital repository and made available for retrieval. First, it waits along with other 
documents from the same location for transport to the central scanning location. This wait may be hours, 
days or even weeks, depending on the distances and logistics involved. Once it arrives, it may wait again, along 
with documents from other branches, to be indexed and stored. In fact, the document is  processed twice, 
once when originally presented and again at the scanning site, with a significant availability gap in the middle. 

Meanwhile, an employee who needs that specific document in the interim has only two choices: to wait, 
checking status frequently; or to submit a request to the scanning department for document retrieval. The 
first option creates an unacceptable delay for the member you are trying to serve, but the second option 
creates a ripple effect on the entire document management process.

CASE IN POINT: ROCKY MOUNTAIN CREDIT UNION ELIMINATES COSTLY DELAYS 

For Helena, MT-based Rocky Mountain Credit Union (with $147,197,090 in assets and serving 13,432 members), 
2011 marked a turning point toward integrated, reliable and efficient enterprise content management (ECM). The IT 
department spearheaded this entire process, from identifying the potential strategic benefits, through selecting their 
technology partner, to becoming operational two years later.

In August 2013 the credit union adopted an ECM system with advanced features such as a member-centric filing 
system, which organizes files in the way end users access them. The system also provides multiple ways of getting 
content into the repository, including drag-and-drop, direct scan, and automated electronic import. These result in 
a reduced need for manual indexing—a significant gain in accuracy and productivity. Right now, the credit union is 
capturing all automatically-generated content, such as ID cards, loan documents, account changes and membership 
applications. Documents are easy to find in the system as well, which is a win for end users and for the various 
departments. Significantly, system availability is currently tracking at 98%.

Such inefficiencies in document creation are another legacy of early document imaging systems. Because 
high-speed document scanners were expensive, bulky and difficult to maintain, they were gathered in 
 centralized locations. Indexing was cumbersome and protocols were complex and error-prone, so dedicated 
staff with special training and expertise were added.

Your employees are well aware of these shortcomings, and if the document in question is time-sensitive 
or critical, they are probably making copies and keeping their own ghost filing systems. Not only does this 
 violate regulatory and security standards, but also when work is done on the ghost copies, a tangle of  multiple 
concurrent versions ensues, with no controls in place for quality and accuracy. Every step in this process 
generates hidden, or not-so-hidden, costs.

Put scanning everywhere content arrives. Today, ECM software has import settings to control scan quality, 
indexing, and naming conventions for any file type, no matter how or where the document comes into the



credit union. Most employees can create documents with little or no specialized training. At the same time, 
high-speed, high quality document scanners are available at a much lower cost, and a footprint smaller than 
a desktop file tray. There is no longer a cost or operational benefit to centralized scanning to offset its delays 
and substantially higher price tag.

The bottom line about distributed scanning is that the technology and all its benefits are within reach. Credit 
unions can eliminate duplicate and redundant copies, manual errors, courier costs, and dedicated scanning 
operations—freeing up resources for high priority programs and services.   

4. FIND AND FIX MANUAL STEPS AND INTEGRATION GAPS  

Legacy document imaging systems were built to do one thing—scan and digitize paper documents. How 
does content get into today’s systems? A simple question without a simple answer, because content now 
comes to you from myriad paper and electronic delivery channels: in person, by snail mail, fax, email, fillable 
online forms, directly from loan origination or e-signature electronic platforms, and even through social 
 media. The information may also be in a variety of text formats, or it might be an image, audio recording or 
video clip. As delivery channels, file types, and consumer habits have evolved, credit unions and  technology 
vendors have had to reactively and incrementally adjust their legacy systems. The resulting workflows are 
highly  idiosyncratic, which makes them difficult to maintain or adapt to further changes. One clue to  spotting 
these non-standard processes is that they are typically not well documented.

Worse, in most cases manual interventions are needed to get the content from creation through processing 
and into storage. A good example of this is a loan application; consider how many parts of this process are 
 electronic and how many require paper. Every manual intervention represents a weak spot, a place where the 
flow of  information is vulnerable to errors, delays, wasted effort and additional costs.
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FIGURE 3: COMPARING EXPENSES: CENTRALIZED VS. DISTRIBUTED SCANNING OPERATIONS.
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Common Culprits. More than 80% of credit unions still rely at least in part on paper documents, or they use 
multiple electronic systems to manage their content. We have learned that electronic origination of most 
document types is relatively low compared to electronic storage of the same documents, while e-signature 
adoption appears to be evolving independently (Elusive Balance, Bluepoint Solutions). This patchwork 
of paperless and paper-full operations indicates that many credit unions are stuck with a lack of systems 
integration and correspondingly excessive manual intervention. Consider the following examples.

• Earlier, we looked at centralized scanning and indexing systems, which rely on specially trained and dedicated 
staff. Because this method is so manual and error-prone, credit unions have been forced to add separate 
quality assurance steps to make sure an employee views and verifies each document before making it available 
for retrieval. This double processing improves accuracy but is highly inefficient.

• In the lending department, when a loan officer exchanges email with a member who is applying for a loan, 
the information it contained should be stored along with the rest of the member’s loan documents. Can it 
get there? Pictures of cars or homes that accompany a loan also need to be stored in the system. Can that 
happen? Legacy imaging systems seldom accommodate all the various document sources and file types. The 
result is split files, with various items in one or more electronic document systems and others in physical files or 
on network hard drives. To compensate for this, the emails and photos may be printed and then scanned into 
the document system. This extra step not only wastes extra time, but the resulting scans are often imaged or 
imported with incorrect settings, resulting in poor quality. Content may even be printed and rescanned multiple 
times, further degrading its usability. 

• A third example of a broken process occurs when two or more separate document solutions are in use. The 
result of such fragmentation is that documents must be manually processed between systems. This was the 
case for Cabrillo Credit Union, whose success in eliminating paper we summarized earlier. In 2013, Cabrillo’s 
first-generation document imaging technology couldn’t be made to integrate with their newer e-signature 
technology. The new service improved member convenience and loan close rates, but at what cost to back 
office efficiency?  

The bottom line about integrated, advanced solutions is that they eliminate both the significant labor costs

FIGURE 4: ONLY 60% OF CREDIT UNIONS MANAGE THEIR ACCOUNTING REPORTS ELECTRONICALLY, AND ONLY 30% ELECTRONICALLY 
MANAGE HR OR OTHER INTERNAL DOCUMENTS. BLUEPOINT SOLUTIONS, 2015.
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and degradation of member service levels that creep in when technology is incrementally modified. 

5. BUILD A TRULY UNIVERSAL REPOSITORY  

Traditional document management systems were designed to store documents, and more  particularly 
 member documents. This leaves a significant gap that includes most types of internal, non-member 
 documentation—everything from board reports to accounting reports and HR documentation. 

This problem is widespread. A 2014 credit union survey shows that only 60% of credit unions manage their 
accounting reports electronically, and only 30% electronically manage HR or other internal documents. By 
comparison, for member-facing documents such as signature cards, account statements, teller receipts and 
checks, the use of document imaging is close to 90%. Clearly, internal documents continue to be stored in 
paper format or on network drives with no indexing, or in some cases in completely separate and redundant 
electronic systems. 

There may be a number of possible reasons for this gap in your information handling, but they all boil 
down to the fact that legacy document management systems are simply not flexible enough to seamlessly 
 incorporate non-member-related data. Current ECM technology gives you the ability to store  departmental 
 documents appropriately. For example, HR documents can be stored in the departmental section of the 
universal  document management system, with access limited to authorized employees or locations. 

The bottom line about having a universal repository is that you can’t scoop up all your remaining  internal 
 efficiencies if your departments are still shuttling paper documents in everyday management and 
 administrative functions. Further substantial savings will result from eliminating IT support for multiple 
 systems or network drives.

The Next Payoff: Poised for Collaborative Information Sharing 
In this paper, we’ve explored five connected strategies for saving significant direct and indirect costs by 
 embracing advanced document imaging (ECM) solutions.

1. ELIMINATING PAPER 

2. CONSOLIDATING FRACTURED STORAGE 

3. DISTRIBUTING SCANNING 

4. ELIMINATING MANUAL INTERVENTIONS AND INTEGRATION BREAKDOWNS 

5. CREATING A UNIVERSAL REPOSITORY FOR INFORMATION

Together, the net savings from these strategies not only justify your technology investment, but can also 
fund evolving member-facing services, turning every process in your institution into an opportunity to 
 attract and retain members. 

The key is to be able to look at your current processes, no matter how efficient they seem now, and see the 
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opportunities for development. 

Now is the time to do this. Detailed guidance about selecting advanced ECM technology is available in our 
companion report, Guide to Developing an Effective Document Management RFP, listed at the end of this 
report.

As long as your credit union relies on paper, or stores content in multiple systems, you will continue to miss 
some of the greatest values of digital management. Document imaging should no longer be seen as simply 
a way to cut costs and run your business more smoothly. The real payoffs at the next level are, first, that 
advanced ECM technology prepare you to perform deep data mining to shape your services with greater 
precision, and second, it enables you to participate in the collaborative nature of digital information sharing, 
so you can invite your members to participate in your workflows, seamlessly linking internal and member 
functions.

According to a 2014 study, two-thirds of credit unions are actively interested in adding online and  self-ser 
vice access for members. Be at the front of the curve. Let this be the year you stop allowing patched-up, 
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FIGURE 5: SIXTY-SIX PERCENT OF CREDIT UNIONS WOULD LIKE TO ENABLE MEMBERS TO GAIN ACCESS TO THEIR MEMBER DOCUMENTS 
VIA ONLINE AND MOBILE SELF-SERVICE CHANNELS.
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