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PREFACE 

From Adrift to Anchored 

Every leader in the financial world knows the feeling. The numbers look 
stable on the surface, but you have a nagging sense that you're slowly 
losing your way—adrift in a sea of changing member expectations and 
new competitors. 

This was the exact situation for one credit union, whose name had 
become an unfortunate but accurate diagnosis of its condition. They 
were, in fact, ADRIFT: 

A ssumptions-Based: They spent their budget on broad campaigns, 
assuming what members needed instead of truly knowing. 

D isconnected: Leadership had no real insight into which members were 
engaged and which were quietly planning to leave. 

R eactive: The first sign of a problem was often an account-closing 
notification, forcing the team into a constant state of reaction. 

I nefficient: Resources were spread thin across all relationships, meaning 
high-potential members often went unnoticed. 

F ragmented: Each department viewed members through the narrow lens of 
its own metrics, lacking a unified institutional picture. 

T ransactional: The focus had shifted to selling the next product rather than 
building the deep, loyal relationships that were once their foundation. 

Recognizing this urgent need for a new navigation system, they 
committed to the HAPPY framework outlined in this book. Their 
transformation didn't happen overnight; it was a deliberate, phased 
journey. 

First, they focused on Health and Yield to stop the bleeding. They 
wanted to understand the true health of their member relationships, 
moving beyond simple satisfaction scores. Their first “aha moment” 
came when the framework flagged a member with a declining Health 
score as a risk. Weeks later, that member left for a competitor. For the 
first time, they saw a problem coming before it was too late. 
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Next, with a clearer picture of engagement, they moved to build 
stability by focusing on Assurance and Product alignment. This phase 
sparked a cultural shift. Their most skeptical veterans became the 
biggest champions, because they saw how the data proved their own 
deep member knowledge right. It gave them a new language to act on 
their intuition. 

Finally, they shifted from defense to offense by concentrating on the 
second P: Potential. Armed with a deep understanding of their 
members, they could finally stop guessing and start cultivating their 
most promising relationships. They coached one high-potential 
member through a mortgage, and her incredible experience led her to 
refer three new colleagues, creating an organic growth engine and 
saving thousands in acquisition costs . 1

The results were profound. They slashed attrition of their best 
members, unleashed a powerful new stream of member referrals and 
generated a return on investment that paid for the project many times 
over. 

This story moves beyond a anecdotal story to become a blueprint. It 
shows that with the right framework, any organization can move from 
being reactive to truly relational. The HAPPY framework provided that 
credit union with a new direction and a shared language for the future, 
moving them far beyond simple data collection. 

This book is your guide to that same transformation. It's time to find 
your anchor. 

 Extole, "Lowering credit union acquisition costs through referrals" (case study of 1

SkyOne Credit Union)
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HOW TO USE THIS BOOK 

Intended Audience 
This book is written for credit union executives—CEOs, senior leaders, 
and board members. Its goal is to help you frame relationship 
intelligence as a core competitive strategy, moving it beyond a simple 
operational project. The frameworks and guidance are specifically 
designed for the credit union industry’s unique regulatory 
environment, cooperative principles, and community-focused mission. 

While the guidance is tailored to the credit union world, the core 
principles of the HAPPY Framework will be valuable for any 
organization that depends on long-term client partnerships, including 
community banks, investment firms, and insurance companies. 

How This Book Is Organized 

Part I: The Strategic Case (Chapters 1-3) 
This section makes the business case for relationship intelligence. Start 
here to understand the competitive landscape, learn the basics of the 
HAPPY framework, and build the financial argument you'll need to get 
your board's approval. 

Part II: Framework Application (Chapters 4-8) 
Here, we'll do a deep dive into each of the five HAPPY dimensions. You'll 
learn how to measure each one and how to use those insights to spot 
opportunities and threats long before your competitors do. 

Part III: Implementation Excellence (Chapters 9-12) 
This section is your guide to implementation. You'll get practical advice 
on leading the cultural shift, choosing the right technology partner, and 
building a system for continuous improvement. This is where you'll 
learn that success depends more on your people than your platform. 

Page  of 1 5

The
Strategic Case

Framework
Application

Implementation
Excellence

Advanced
Applications



Part IV: Advanced Applications (Chapters 13-14) 
This final section is for leaders who have mastered the basics and are 
ready to achieve real market leadership. After you have about a year of 
experience with the framework, you can use these chapters to build 
advanced predictive capabilities and create the board governance 
systems that will lock in your advantage for years to come. 

Role Focus Chapters Purpose

CEOs & Senior 
Executives

1-3, 9-10, 14 The big picture: Understand the 
strategic case, how to lead the 
cultural change, and the framework 
for board governance.

Board Members 1, 3, 10 Oversight: Focus on the strategic 
"why," the financial business case, 
and the board's role in governing the 
initiative.

Chief Marketing 
Officers (CMOs)

1-2, 4, 7, 9-11 Growth & Engagement: Learn how 
to use Health and Potential scores to 
create smarter campaigns and find 
your best advocates.

Chief Financial 
Officers (CFOs)

1, 3, 5, 8, 12 ROI & Risk: Build the business case 
and use Assurance and Yield scores 
to measure risk and true profitability.

Chief Operating 
Officers (COOs)

2, 6, 9-10, 12 Implementation: Focus on using the 
Product dimension to improve 
service and efficiency, while leading 
the technology and cultural rollout.

Table: Reading Recommendations by Role
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Implementation Approach 

This is a journey, not a destination. While every credit union's timeline 
will vary based on size, resources, and organizational readiness, 
successful implementations commonly follow three stages: 

Stage 1: Initial Deployment (3-6 Months) 
In this phase, you'll focus on the basic technical setup and data 
integration for just one or two HAPPY dimensions. The goal is to 
establish a baseline and get some quick, visible wins. 

Stage 2: Cultural Transformation and Adoption (6-9 Months) 
This is the most important part of the journey. It's where your team 
learns to actually use the new intelligence to make smarter decisions. 

Stage 3: Complete Strategic Integration (12-18 Months) 
The final stage is where the project reaches full maturity. By the end, all 
five HAPPY dimensions will be a core part of your strategic planning 
and governance. 

Note: These timeframes represent typical deployment patterns. Your credit 
union's actual timeline will depend on factors including organizational size, 
existing data infrastructure, staff analytical readiness, and the depth of 
cultural change required. 

Phased Rollout Strategy 

Don't Try to Boil the Ocean. The most successful projects don't happen all at 
once. A phased approach is the best way to get quick wins, build momentum, 
and prove the value of this new way of thinking. 

Your first priority is to stop the leaks. The quickest wins will come from 
focusing on Health (H) and Yield (Y) first. This phase is all about defense
—stopping the loss of your valuable members and resources. Health is 
your early warning system to spot at-risk members before they leave, 
while Yield shows you which relationships are truly profitable, so you 
can stop wasting time on the ones that aren’t. 

Once the leaks are plugged, you'll build stability using Assurance (A) 
and Product (P). You'll focus on Assurance, which tells you which 
members are a safe bet for future investment. At the same time, you'll 
use the Product dimension to deepen the integration of your best 
members, making your relationships 'stickier' and harder for 
competitors to break. 

After you've built a stable, profitable base, the final phase is about 
long-term growth with Potential(P). This is where you bring in the 
Potential dimension to identify and nurture tomorrow's high-value 
members. This is a long-term play designed to pay off in future market 
share, organic growth, and authentic member advocacy. 

Page  of 3 5



Industry Adaptation Guidelines 
While this book is written for credit unions, its core principles can be 
adapted for any industry that relies on long-term relationships. Here 
are some brief guidelines for applying the HAPPY framework in other 
sectors. 

For Community Banks 
The transition is straightforward. Replace "member" with "customer" 
throughout the framework. The core principles—focusing on 
relationship depth, community impact, and earning trust—remain 
exactly the same. You'll also need to adjust any regulatory language to 
fit banking examination standards instead of credit union ones. 

For Investment Firms 
Your focus should be on the Potential and Yield dimensions. These will 
help you identify clients with the highest growth capacity and those 
who can provide powerful referrals, which are the lifeblood of most 
advisory practices. Given the nature of these relationships, be prepared 
to extend your timeline expectations for developing these deep 
connections and seeing advocacy pay off. 

For Insurance Companies 
You'll get the most value by focusing on Assurance and Health. These 
dimensions are perfectly suited for assessing client stability and 
engagement, which are key indicators of long-term risk and 
policyholder retention. The "product journey" should be adapted to fit 
the natural lifecycle of insurance needs, from auto and home to life and 
long-term care. 

For Professional Services 
Firms like law or accounting practices should emphasize Potential and 
Yield. Your biggest growth driver is often referrals, so identifying clients 
with strong community influence is critical. The Yield dimension will 
also help you see the "network value" a client brings, which is often far 
more important than their direct billings. 

Success Measurement 

To measure the success of this implementation, you must look beyond 
simple operational metrics. The real focus should be on the strategic 
outcomes that create lasting value for your credit union. 

You'll measure this by tracking three key outcomes: Improved Member 
Retention , Faster Organic Growth , and A Stronger Market Position. 

Don't get distracted by simple activity metrics, like whether the 
technology has been deployed. These are poor indicators of success 
because they don't tell you if you've actually built a real competitive 
advantage. Ultimately, relationship intelligence delivers two defining 
outcomes. First, you get a sustainable competitive advantage built on 
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a superior understanding of your members. Second, you achieve a 
durable strategic position in the market—one that a competitor 
cannot overcome with promotional tactics or replicate through 
operational efficiency. 

Getting Started 

Here's your path forward. 

Start with Part I to build the strategic case. Next, work your way 
through the five HAPPY dimensions in Part II. When you're ready to 
put the plan into action, Part III is your implementation guide. Finally, 
once you've mastered the basics, Part IV will show you how to become 
a true market leader. 
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