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National Credit Union Administration
Mission, Vision, Overview

• Mission: Protecting the system of cooperative credit and its member-owners 
through effective chartering, supervision, regulation, and insurance.

• Vision: Strengthen communities and protect consumers by ensuring equitable 
financial inclusion through a robust, safe, sound, and evolving credit union system.

• Overview: Created by the U.S. Congress in 1970, the National Credit Union 
Administration is an independent federal agency that insures deposits at federally 
insured credit unions, protects the members who own credit unions, and charters 
and regulates federal credit unions.

The NCUA protects the safety and soundness of the credit union system by 
identifying, monitoring and reducing risks to the National Credit Union Share 
Insurance Fund. Backed by the full faith and credit of the United States, the Share 
Insurance Fund provides up to $250,000 of federal share insurance to millions of 
account holders in all federal credit unions and the overwhelming majority of state-
chartered credit unions.
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GRC means several thing to different audiences 
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We focused on:  Security, Enterprise, Data, Risk, Process, Analytics
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Examination Tool Modernization
Principles
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• Support NCUA’s mission of protecting 
consumers in an evolving financial services 
environment

• Implement adaptable, flexible and secure 
technology that evolves with changes to 
regulations and the financial services 
industry  

• Streamline and align examination and 
data processes, technology, and 
infrastructure across NCUA business 
functions

• Gain process efficiencies with an integrated, 
scalable platform and robust tools

Address key business and technical drivers by providing a modernized solution.

Risk-based 
examination 
approach

Adaptable 
Processes

Process 
Efficiency and 

Scalability

Examiner 
specialization

Business Imperatives• Process Standardization: We 
want to increase consistency 
across the examination life-cycle

• Data: We want to increase our 
attention:
➢ Data Security
➢ Data Visibility
➢ Data Standardization
➢ Examination Quality
➢ Examination Experience
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The What: Desired Business Outcomes
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Secure, scalable, modern IT infrastructure established.  Tool 
configuration will improve collaboration, reduce redundancy, 

drive efficiency, and strengthen risk identification

Credit unions will realize benefits from more secure, 
enhanced file transfer capabilities, managing examination 

findings, and analytics

Stakeholder engagement with staff and external parties; 

User Adoption

Program Scope:

➢ Examination and Supervision Solution (ESS):  Replace the existing legacy examination system and related 
supporting systems

➢ Examination and Supervision Solution & Infrastructure Hosting (ESS&IH):  ESS&IH project focused on 
replacing the legacy Examination System, establishing a secure portal to access applications, and creating the 
technical foundation for all future projects

Expected Benefits

➢ Emerging technology

➢ More capacity for offsite 
work

➢ Secure data exchange

➢ Reliable data

➢ Less redundancy

➢ Centralized and 360° view

➢ Earlier risk identification

Desired Outcomes
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Industry Statistics on Project Outcomes

Successful – The project is completed on-time and on-
budget, with all features and functions as 
initially specified. 

Challenged – The project is completed and operational but 
over-budget, over the time estimate, and 
offers fewer features and functions than 
originally specified.

Impaired – The project is cancelled at some point during 
the development cycle.

Overall Project Statistics

IT Project Failure Statistics

•On average, 16% of projects are completed on-time and on-budget, 53% of projects are challenged, and 31% of projects 
will be cancelled before they ever get completed.
•On average, 53% of projects will cost 189% of their original estimates.
•On average, 31% of challenged or cancelled projects have 100 to 200% cost and schedule overrun.

16%

53%

31%

**All statistics come from The Standish Group’s Chaos Report
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Risk Areas for New Programs
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Inadequate 
Executive 
Support

Lack of User 
Involvement

Improper 
Planning

Incomplete 
Requirement

s

Big Bang 
Approach

Unrealistic 
Expectations

Unclear 
Vision or 

Objectives

Multiple 
Priorities; 

Lack of 
Focus

Lack of 
Ownership

Lack of 
Skilled Staff

Overcome with:

• Market research/ Benchmarking

• Support from senior management

• Defined Goals & Objectives

• Stakeholder analysis 

• Communication Plan

• User Involvement throughout the process

• Governance & Gate Reviews
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Project Governance 
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Board

Executive Committee -
Stakeholders across IT &

Business

Sponsor

Project Management -
& Contractors

FOCUS

Daily

Quarterly

Weekly

Bi-Weekly

Upon Request

Advisory Group
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Organizational Change Management Framework
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Organizational 
Change 

Management

Change 
Leadership

Stakeholder 
Management & 
Communication

Skills and 
Knowledge      

(i.e., Training)

Transformation
Management & 

Strategy

Organizational 
Design

Culture 
Transformation

Change Leadership builds and sustains support among executive leaders and 
stakeholders and provides guidance and governance mechanisms to promote program 
success. 

Stakeholder Management focuses on obtaining buy-in and ownership of the changes to 
be implemented. Communications focuses on establishing awareness, setting 
expectations, and creating buy-in.

Skills and Knowledge focuses on assessing and implementing required skills and 
knowledge to support and sustain the change (e.g., training strategy, knowledge sharing 
processes).

Transformation Management & Strategy focuses on managing the implementation, 
ensuring the alignment of the organization towards program objectives(e.g., change 
impact analysis).

Culture Transformation is managing the transition to a new way of working, thinking 
and behaving.

Organizational Design is clarifying work responsibilities and redefining jobs as well as 
their structure, governance mechanisms, and other organizational elements to drive new 
behaviors supporting strategic change and business results. 

Change Management is the discipline that guides how to prepare, equip and support individuals to 
successfully adopt change in order to drive organizational success and outcomes.  

OCM Components



GRC Summit 2023  |  Experience the Power of Connection

Key Takeaways
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Project Management, Acquisition, Governance

• Risk adjust initial budget/cost proposal when there are unknowns and be transparent with stakeholders.

• Invest in staff training so project teams are empowered to ask the right questions and adequately 
perform oversight. 

• Fully embrace the agile process, but manage expectations about the positive and negative impacts.

Change Management

• Have strong stakeholder support for the project.

• Have a communication strategy to manage expectations - stakeholders may anticipate the same 
functionality they had with the legacy system.

• Plan for extra resources and support during testing phases.

• When possible, offer in-person, hands on training. 

• Create a user support strategy and plan for end-user assistance.



Questions? 


