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Decide for Yourself: The Board's 
Mandate in a Deregulating Era
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The keynote speaker you expected

The Channel swimmer The champion The ultrarunner
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What this moment calls for is

A particular 
set of skills
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I have sat on both sides of the exam table for 
25 years

23

Bank examiner, right out of 

Morehouse

OCC

Safety and soundness across 

the Southeast

Practice lead

Banking and credit union 

practice, regional firm

16 years

Synergy, board 

to board



Four jobs taught me what a board needs from the 
risk side


Examiner
What the regulator 

looks for, and what it 

stops looking for


Auditor
Whether the control 

exists on paper or in the 

building


Consultant
How a strategy turns 

into a balance sheet, 

and where it strains


Educator
How to say it so a 

volunteer board can act 

on it
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Ancin R. Cooley, CIA, CISA
Owner and principal, Synergy Credit Union Consulting

For sixteen years Ancin has worked with credit 

union, community bank and nonprofit boards on 

the decisions that belong to them, starting with 

strategy and how much risk a board is willing to 

carry to get there. He is both a strategic and an 

operational consultant, so he can help a board set 

the course and then stay engaged with 

management to make sure it gets executed.

Ancin started his career as a safety and soundness 

examiner with the Office of the Comptroller of the 

Currency in the Southeast. Working with seasoned 

examiners, he learned what to look for in a well run 

financial institution and in an institution that may 

need assistance. After leaving the OCC, he led the 

banking and credit union practice at a regional 

accounting firm, where much of the work was 

strategy with boards alongside an internal 

audit practice.

That background shapes how Ancin serves credit 

union boards today. He can make a complicated 

balance sheet readable to a director who does not 

work in finance, and he keeps the board 

conversation focused on strategic concerns. 

Boards both small and large point to his straight 

talk and his ability to lead them through 

tough conversations.

Ancin teaches strategic planning and enterprise 

risk management at the Southwest Credit Union 

Management School and the Southeast Credit 

Union Management School. He also builds board 

and supervisory committee training courses. To 

learn more, reach him at synergyonstrategy.com. 

You can email him directly at acooley@syncuc.com



With head and heart
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Your season 
is different

The chairs before you led under a regulator that checked the work. You lead 

under one that is stepping back. Your job is to decide what the board 

checks itself.
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Chair tip

Temperance
The strongest chairs I have watched across hundreds of institutions do not get 

pulled hard in any direction. They are the steady voice in the room when the CEO, 

the examiner or the board is not.



This presentation is divided into three acts

Know the season.
Know the strategy.
Own the risk.
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I
Know the season
What is changing, and what does it require of our board?



The economy

The regulatorY Environment 

Your credit union

Know all three 
seasons, and the one at 
the center is yours
The economy sets the weather. The regulator sets the 

rules. Your own season is the one only you can name: a 

CEO transition, a growth push, a merger, or a year of 

holding steady. That season decides what the other two 

ask of the board.
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NCUA's deregulation project sorts every rule into 
four bins

31
proposed rules by June 2026, each tagged as one of

Obsolete Duplicative

Overly burdensome Guidance

Source: ncua.gov/news/deregulation-project; June 24, 2026 board briefing. Re-check the count the week of the keynote.
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Source: NCUA sought an 18 percent workforce cut in 2025; more than 200 employees departed (Bloomberg Law)
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1 in 5
NCUA employees gone in 2025

Fewer examiners means 
fewer outside eyes on 
your numbers
The exam still comes on schedule. The examiner has less time in 

your building and more credit unions on the list.



Every rule sits somewhere on this line, and 
deregulation moves it to the right

Prescriptive

The rule names the number

Principle

The board names the number
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Three places you already know the difference 
between a rule and a principle

The student
Prescriptive

The school posts the reading list 

and the test date.

Principle

The school says read widely and 

be ready. The student decides 

what and when.

The lifeguard
Prescriptive

The stand is staffed and the flags 

are out. Someone else is watching 

the water.

Principle

The stand is empty and the sign 

says swim at your own risk. The 

water did not change.

The speed limit
Prescriptive

The sign says 55 and the officer 

is checking.

Principle

The sign says reasonable and 

prudent, and the officer stopped 

checking. Montana tried it, 1995 

to 1999.
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The indirect auto cap is gone as of September 8, 
2026. Write your own cap this quarter.

Before

50%
of net worth, third party serviced indirect loans; 

100% after 30 months

After

[__]%
the number your board writes into the risk 

appetite statement, with an owner and a 

review date

Source: NCUA final rule effective September 8, 2026, naming the board's risk tolerance as the measure
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NCUA is dropping the six month director training 
clock. Set your own.

Month 1

Seated

Month 2

Learning

Month 3

Learning

Month 4

Learning

Month 5

Learning

Month 6

Able to read 

the 

statements

Required Still needed

NCUA proposal, February 2026, deletes the six month working familiarity requirement
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NCUA is loosening the internal control rule. Decide 
which controls your board keeps.

Assign one person to turn 
the fourth switch back on
Part 715 trims the definition, the dual signed 

engagement letter, and the audit report sent 

on request

NCUA Part 715 proposal; comment period closed February 9, 2026
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NCUA's own postmortems: in 15 of 16 failures, oversight was 
part of the cause

15 of 16

Ineffective management 
or lack of oversight

Supervisory committees 

skipped annual audits, 

periodic reviews, audit 

follow-up and account 

verification. Boards did not 

require sound underwriting 

or controls over lending.

13 of 
16
Fraud, almost all of 
it insider
The failed credit unions 

lacked strong internal 

controls, periodic review 

of those controls, and 

consistent enforcement 

of them.

12 of 
16
Poor internal 
controls
Weak controls invite 

fraud, and they also let 

errors, policy violations 

and misstated financials 

go unnoticed.

4 of 
16
Credit risk
Weak underwriting, loans 

extended month after 

month instead of charged 

off, new loan programs 

launched without tailored 

controls, high 

concentrations.

Source: NCUA Office of Inspector General, review of 16 credit union postmortems and material loss reviews
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Source: NCUA release, September 2025, discontinuing risk category ratings

When the Lighthouse Goes Out

NCUA stopped rating the seven risk categories. Rate 
them yourselves, twice a year.

?

Credit

?

Interest rate

?

Liquidity

?

Transaction

?

Compliance

?

Strategic

?

Reputation

Each exam used to hand your board a rating and a direction for every one of these. The last one you received is 

the last one you will receive.
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Name who runs the 
credit union the 
morning the CEO chair 
is empty
The succession rule asks for a plan. Your board needs a 

name, a second name, and a date you last checked both.

Succession planning rule effective January 1, 2026
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The examiner's checklist is 
getting shorter. 
Your balance sheet risks 
are not.
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Know the season.
Know the strategy.
Own the risk.
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II
Know the strategy
How do our choices create advantage, and what exposures come with them?



A credit union strategy carries the member and the 
margin in the same head
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When the Lighthouse Goes Out

Strategy decides who we serve. Tactics decide 
which tool we buy.

How do we become the financial 
institution of choice for 
members aged 11 to 30?

Strategy

How do we get Zelle?

Tactic
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Competitive advantage is a set of capabilities built 
together that a rival cannot copy quickly

Funding Brand Indirect lending Collections Together

Any one of these can be bought. The combination, run well for five years, is the only thing a competitor cannot 

buy. Most institutions lack the patience to build it, which is why it works.
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Porter says the advantage is the whole system of 
activities, and that is where the risk hides too

"Competitive advantage grows out of the entire system of activities; the 

capacity to outperform rivals by establishing a difference it can preserve 

over time."

Michael Porter
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Enterprise

Brand

Funding

Lending

Growth

Talent

Your enterprise strategy 
is five strategies that must 
fit together
Brand, funding, lending, growth and talent. Approve them as one set, 

because a lending plan the funding plan cannot carry is not a plan.
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Your strongest strategy fails at the weakest 
strategy holding it up

A+
Lending

A
Brand

A
Growth

D
Funding

D
Talent

Illustrative report card
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Know the season.
Know the strategy.
Own the risk.
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When the Lighthouse Goes Out

III
Own the risk
What must the board understand, approve, and oversee?
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Would you bet the same with your money as with 
house money? Members' capital is your money.

Your money House money



When the Lighthouse Goes Out

Every director should be able to say three numbers 
out loud: capacity, appetite, tolerance

Capacity
How much loss the credit union 

can absorb before net worth is 

impaired. Set by the balance 

sheet, not by a vote.

The size of the engine

Appetite
How much of that capacity the 

board chooses to put at risk 

in pursuit of the plan. Set by 

a vote.

Where the red line sits

Tolerance
How far a single measure may 

drift from plan before someone 

must act. Set per metric.

The band before the red line
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Would you swim across a pool 
with a crocodile in it for one 
million dollars?
Every hand that goes up has a risk appetite. Every hand that stays down has one too.
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Risk is to be managed, 
not feared

A credit union that takes no risk pays no dividend and makes no loan. The board's 

job is to choose the risk, size it, and watch it.
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What lets one boat 
fish in the storm 
the others stay 
out of?
Same ocean, same weather. The boat on the 

right goes where the fish are because of what 

it carries, not because its captain is braver.
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The storm Ready boat carries six things


A forecast

Knows the season before leaving 

the dock


A captain and crew

People who have sailed this 

water before


A bigger engine

Capacity: capital and liquidity that 

can take a wave


Radar

Signals that show the rocks before 

the hull does


Fuel in reserve

Earnings and funding that outlast 

the storm


A rescue plan

Assurance and a line to shore when 

something fails
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Capacity

Appetite

Today's profile

Appetite sits inside 
capacity, tolerance 
inside appetite, and 
today's profile inside 
all three
When the inner circle touches the rust ring, someone 

has to speak. When it crosses the white ring, the 

board has to act. The outer ring is where the credit 

union breaks.

Tolerance



A risk appetite statement is three sentences the board 
can read aloud

Capacity

"Our capital is strong. Our net worth ratio is 16 percent."

Appetite

"We are willing to lend to established businesses whose financial statements reflect a paper grade of at least C+."

Tolerance

"Member business loan net credit losses will stay below [X] percent of average loan balances."

Illustrative statements from Risk Appetite in Plain Language
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Illustrative initiative; bracketed figure to be filled

Walk every initiative from objective to boundary 
before the board approves it

Objective

Grow indirect auto 

to [__]% of loans

Exposure

Credit, liquidity, 

dealer 

concentration

Capacity

Net worth, 

funding, people to 

run it

Boundary

The number 

the board will 

not cross
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ERM is one table: every initiative in the plan, its 
exposure, its owner, its limit

Initiative in the plan Main exposure Owner Board limit

Grow indirect auto Credit, liquidity, dealer 

concentration

Chief Lending 

Officer

[__]% of net worth

Open two branches in [county] Fixed cost, talent, brand COO Efficiency ratio under 

[__]%

Launch under-30 member 

program

Funding mix, pricing CMO and CFO Core deposits above 

[__]% of shares

Evaluate merger with [CU] Strategic, reputation, talent CEO Board vote required 

above [$__] assets

Illustrative rows; bracketed figures belong to your board
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The board sets the limit, management runs to it, 
assurance proves the numbers

Board Approves the appetite, keeps the oversight

Management Executes, measures, escalates

Assurance Tests the evidence, reports to you
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Source: NCUA complaint as reported by WLBT, June 18, 2026, and Insurance Journal, June 22, 2026; alleged, not adjudicated

When the Lighthouse Goes Out

Jackson Area FCU lost $95 million to one person. 
Ask what has stopped that at your credit union.

The people

Their temperament, their background, 

their morals. Good cloth, good character, a 

solid résumé.

The structure

Controls, procedures, the audit environment, 

the risk environment the board built. 

The part that holds when a good person 

decides otherwise.
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0 Limit

The board draws the 
red line and demands a 
dial it can read
Management builds the engine. The board does not drive 

it, but the board decides where the limit sits and refuses 

to ride without the gauge.
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Illustrative thresholds
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A signal is a number with a warning level, a limit, a 
name and a date

95%

Warning: CFO 

reports

105%

Limit: board 

acts

Loans to shares, 

reported quarterly

The board does not need a dashboard. It needs a handful of signals like this one, each with a person who is 

obligated to speak when the warning level is crossed.



Ask for this one page every quarter, and read the 
right-hand column first

Credit 60 day delinquency against peer At or under [X] above peer

Interest rate Change in NEV, 300 bp ramp At or under 25%

Liquidity Loans to shares At or under 85%

Compliance Staff regulation testing Score above 80

Four squares are the last four quarters. Dark is inside tolerance, light is near it, rust is over it. Illustrative only.
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When a limit is crossed, run five steps in order: 
breach, report, explain, decide, audit

B
Breach

A tolerance is 

crossed

R
Report

It reaches 

the board

E
Explain

Management 

names the driver

D
Decide

Cure the breach or 

change the limit

A
Audit

Verify the decision 

was carried out

A breach is not the failure. A breach with no process to surface it and talk about it is the failure.
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Ask these four questions about appetite at your 
next board meeting

1 What are our strategic objectives, and 

which risks are we willing to take to 

reach them?

2 What keeps the appetite consistent with 

strategy, capital and capacity, and does 

compensation reward staying inside it?

3 Do we review actual against approved 

limits, by business line and by risk 

category, every quarter?

4 Is there an ongoing education program for 

directors on the topics the appetite 

depends on?
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A printable copy is at synergyonstrategy.com

Fill in this page for your largest initiative before 
you leave the conference

Initiative

Boundary (the number)

Owner (one name)

Signal (warning level and limit)

Review date (a meeting on the 

calendar)

Who tests the number 

(assurance)
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The economy

The regulator

Your credit union

Before you leave, name 
the season your credit 
union is in
Write it in one sentence on the worksheet. The 

regulator's season has changed for everyone in this 

room. Yours is the one your board has to answer for.
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Know the season.

Know the strategy.
Own the risk.
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Email me for a 
complimentary 
toolkit

acooley@syncuc.com

Ancin R. Cooley, CIA, CISA · www.SynergyONStrategy.com

The toolkit includes the risk tolerance dashboard template, example 

risk appetite statements, and the one-page worksheet from today.

Thank you
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