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Your mandate is clear: deliver exceptional
member value while fortifying your
institution’s long-term resilience.

In today’s competitive landscape, this requires
more than incremental improvement. Al is no
longer a future consideration; it’s the definitive
strategic tool for achieving this goal. This
playbook isn’t a theoretical exercise. It’s

a practical framework for leading your Al
transformation with confidence, backed by a
focus on ROI.

This 1-Minute Al Readiness Check will help
pinpoint where Al can deliver the greatest and
most immediate returns.

Organizational Drag: Knowledge Gaps

What’s the hidden risk in compliance errors
or inconsistent service when your team can’t
instantly access a single, trusted answer?

Competitive Drag: Missed Opportunities

What'’s the real cost in lost sales and reduced
member engagement, when a lack of training,
product knowledge, or cross-selling skills
prevents your team from offering the right
solutions at the right moment?”
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Operational Drag: Member Service
Bottlenecks

What'’s the true cost (in both payroll and member
satisfaction) of every minute your team spends
on routine tasks?

If you felt a sense of urgency reading any of the
above, you’ve already identified your highest-
impact starting point(s).
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Executive Summary

How do you deliver a world-class member experience when every line item is

under scrutiny?

The answer isn’t asking your people to work
harder; it’s to empower them with accurate,
readily-accessible knowledge. Al has become
your most critical strategic asset for amplifying
your team’s capabilities, driving a new wave of
operational efficiency that directly enhances the
member journey.

We’ll outline proven strategies that allow you to
achieve this; powered by smart automation and
data-driven insights that deliver real savings in

as little as 30 to 180 days.

You'll discover high-impact opportunities
across your operations, including:

e Making your frontline smarter and more
responsive

e Streamlining fraud and dispute handling

e Improving cross-selling and member service
with Al-powered coaching

e Simplifying compliance and knowledge
management

This is your roadmap to meaningful financial
returns that position your credit union for long-
term, sustainable success.
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The Al Imperative: Why Waiting
Is an Existential Risk

The competitive pressure from big banks and fintechs is accelerating. They’re leveraging
Al for speed and intelligence, directly challenging your member relationships.

For credit unions navigating shrinking margins

and rising costs, Al is now the critical variable for

survival and growth.! Make no mistake: inaction
is not a neutral stance. It’s an active decision
to fall behind—a daily tax on your profitability,
paid through inefficient manual processes and
vulnerable fraud defenses.

The good news? Deploying Al is now faster and
more affordable than ever. It’s being embedded
into everyday tools, moving from pilot projects
to practical production use - with human-in-
the-loop controls that enhance accuracy and
oversight.

Early adopters are already seeing
significant gains by:

e Automating back-office processes

e Enhancing member support with intelligent
assistants

e Detecting fraud in real time

e Accelerating training and compliance
workflows?

This isn’t about replacing your staff. It’s about
empowering them to focus on what matters
most: serving your members.
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The Blueprint for Rapid Al Returns

A successful Al strategy targets high-friction areas for rapid, secure returns. This plan
outlines the two foundational implementation phases.

Phase 1 (30-90 Days)
Automate the Frontline

Initiative: Deploy an Al co-pilot to equip your entire
frontline - from tellers to the contact center - with
instant, accurate answers, while launching a 24/7
virtual assistant to handle routine member inquiries.

Executive Sponsor: Chief Operations Officer

Primary KPIs:

¢ Reduce operational overhead: reclaim time
staff waste searching for information (~3 hours/
day).®

¢ Increase staff capacity: improve call/inquiry
volume through automation (up to 98% find what
they need instantly).*

e Lower employee turnover costs: reduce
attrition in high-turnover service roles
by reducing frustration and improving
effectiveness.?

Financial Impact: This initiative immediately converts
wasted time into productive, member-facing activity,
directly reducing cost-to-serve. By improving the
efficiency of your existing team, you lower the

high costs associated with recruiting and training,
strengthen your bottom line, and fund sustainable
growth.

Phase 2: (60-180 Days)
Fortify the Core

Initiative: Automate manual fraud
and lending workfl ows to accelerate
decisions and reduce risk.

Executive Sponsors: Chief Risk Officer,
Chief Lending Officer

Primary KPls:
e Faster fraud case resolution times

¢ Shorter loan cycle times

¢ Increased NPS and CSAT scores

Business Impact: Directly protects the
balance sheet from fraud-related losses,
accelerates revenue by shortening the
loan cycle, and deepens member loyalty
by eliminating friction in high-stakes
interactions like loan applications.®
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Expanding Your Al Advantage
for Strategic Growth

With foundational efficiencies in place, Al can unlock deeper value. These strategies
move beyond cost-cutting to create a lasting competitive edge by transforming core

business functions.

Strategic Executive
Initiative Sponsor
Frontline Revenue | Chief Lending
Engine Officer
Unlock Chief Risk/
Institutional Compliance
Knowledge Officer
Reinvent Chief Lending
Collections Officer
Sharpen Chief Marketing
Marketing Spend | Officer

Primary KPIs
& Business Impact

KPIs: 10-15% lift in loan application conversion rates; reduced
application abandonment.

Impact: Activates your frontline as a revenue engine, stopping
revenue leakage from inconsistent product knowledge. This grows
the portfolio and member loyalty by empowering staff to make the
right offer at the right moment—all without increasing staff.

KPIs: Reduced knowledge lookup time, improved audit
readiness.

Impact: Boosts team confidence and ensures service
consistency.

KPIs: 10-20% lift in cure rates.
Impact: Improves recovery outcomes without increasing staffing.

KPIs: Lower member acquisition costs, optimized deposit pricing.
Impact: Protects margins and maximizes marketing ROL.
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By leveraging Al to
handle routine tasks
and preserving El for
personalized service,
credit unions can boost
operational efficiencies
while ensuring that
members feel valued
and supported. Such

a dynamic balance
presents credit unions
with the opportunity

to revolutionize the
member experience
and stay competitive in
today’s marketplace.®

Building on initial wins, the focus can shift to
opportunities touching thousands of member
interactions or critical operational processes
monthly to achieve measurable, impactful value.
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Prioritizing Al Initiatives for
Maximum ROI

Al delivers rapid, measurable gains—when applied strategically.

The fastest returns come from 3-5 high-impact To own this process, form a cross-functional Al
use cases that reduce operational costs, Steering Committee, led by your key executive

improve member experience, and enhance sponsors. Their job: prioritize, track, and de-risk.
workforce efficiency. Use this sample ROI framework to estimate

value across your top levers.

Lever Baseline | Al Formula Sample Monthly
Impact Impact ($)

Contact 540 sec -18% | = Calls/month x Labor/min x 0.18 $12,150

Center AHT x (AHT/60)

Call Deflection 0% +25% | = Deflected intents x Cost/intent $21,875

Lending Cycle 7 days -25% | = Apps x Hours/app x Rate x 0.25 $9,375

Time

Onboarding 6 wks -40% | = New hires x Training hrs $— (varies)

Time x Rate x 0.40

Attrition Rate 22% -15% | = Avg cost per exit x Staff x 0.15 $— (varies)

Member NPS 60 +10 pts | = Higher LTV x Retention uplift Strategic ROI

(est.)

Al isn’t just a cost tool, it’s a performance multiplier. Faster onboarding, lower attrition, and elevated
service translate directly into long-term growth and a better overall experience for your members.
Ultimately, this leads to improved member satisfaction and loyalty.
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Deploy Al with Confidence:
Your Guide to Security and Control

The integrity of your institution and the trust of your members depend on uncompro-

mising security and compliance.

Modern Al is built for this reality, giving you more
control over your operations, not less. This is not
about taking risks; it’s about reducing them.”

Here’s how you remain in the driver’s seat:

Stay in control, on your terms: You set the
rules. Al assists, but your team approves
every critical decision, keeping human
judgment at the core of your operations.

Empower your people through change:
Control requires managing adoption. A
structured communication and training plan
ensures your staff understands Al is a tool
to support them, enhancing their roles and
value.

Governance is built in: A well-structured
Al strategy provides the oversight regulators
expect, with clear documentation that
simplifies audits and supports board-level
accountability.

Your member data stays protected:
Security and trust are non-negotiable. Your
data is never shared or used to train external
models. Every action is logged, giving you a
defensible audit trail.®

With the right partner, Al becomes your greatest
compliance asset.
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Executing the Al Advantage:
Foundational Plays

These are not just special projects; they are intricate moves to build a more efficient
and resilient institution. Each play targets a core business challenge and delivers a

specific, measurable outcome.

Play #1: Achieve Contact Center Profitability

Strategic Outcome: Transform your largest
cost center into a lean, efficient operation. By
using Al to reduce handle times and automate
routine inquiries, you directly lower operational
expenses while empowering agents to focus
on high-value member engagement that drives
loyalty.®

Play #2: Guarantee Operational Certainty

Strategic Outcome: Mitigate compliance risk
and ensure brand integrity. An Al-powered
knowledge base creates a single source of truth,
delivering consistent, accurate answers to every
member, every time, strengthening your audit
posture and member trust.'

Play #3: Capture 24/7 Member Loyalty

Strategic Outcome: Meet modern member
expectations for ‘always-on’ service without
increasing fixed staffing costs. Al voice agents
and chatbots handle after-hours needs, ensuring
you never miss an opportunity to serve a
member, which is critical for retention in a
competitive market."

A successful Al journey isn’t a single leap but a
series of deliberate steps.
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Advancing Al Adoption:
The Path Forward

A phased approach builds momentum and ensures tangible returns at every stage.
You can achieve this with the 3-step method below.

crawl (Your First 60 Days): e Governance: Integrate Al KPlIs into

e Action: Form your Al Steering Committee. departmental goals. Establish a continuous
Select 2-3 low-risk, high-impact use cases improvement feedback loop, as federal
(e.g., agent assist). governors encourage responsible Al

innovation.

e Governance: Establish baseline metrics
for success and launch an internal By following this path and ensuring you are
communications campaign to build buy-in. working with top experts, you can avoid the pitfalls

that cause many enterprise Al projects to fail.

Walk (The Next 90 Days):

e Action: Expand on initial wins. Roll out
member self-service and use Al to help
triage fraud alerts.

e Governance: Formalize Al policies based on
initial learnings. Conduct role-based training
(with All!) to ensure staff are proficient.

Run (The First Year):

e Action: Tackle more complex challenges like
lending pre-decisioning, always with human
approval.
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How to Select the Right Al Partner

For most credit unions, buying a specialized solution is smarter and less risky than
building one. A great partner protects your investment and accelerates your path

to value.'?

Your Non-Negotiable Partner Standards

|:| Mandate a Provable ROI: Your partner
must be accountable for results. They will
establish clear baselines and deliver an
evidence-backed financial forecast from day
one.

|:| Secure a True Strategic Ally: Don’t settle
for a software vendor. Select a partner
who functions as an extension of your
leadership team, accountable for guiding
your Al roadmap from concept to successful
execution.

D Enforce Credit Union-Ready Controls:
This is non-negotiable. The platform must
be built with human-in-the-loop as standard,
featuring full data redaction, granular role-
based access, and immutable, transparent
audit logs.

|:| Validate Their Compliance and Risk

Posture: Your partner must de-risk the
relationship by demonstrating alignment with
critical frameworks like the NIST, Al, and
RMF; they must also provide comprehensive
documentation that simplifies your third-
party risk assessments.

|:| Require Seamless, Lightweight

Integration: Eliminate IT bottlenecks from
the start. The platform must integrate with
your existing systems without demanding a
massive IT project that drains resources and
introduces delays. Value should be realized

immediately.

The right partner makes you safer,
smarter, and more efficient.
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Your Questions, Anhswered

Will Al replace our member-facing staff?

No. The winning strategy is “Al + Human.” Your
Al will handle the repetitive, administrative work,
freeing your people to focus on the complex,
empathetic member interactions that build
loyalty. This human-in-the-loop model is the
proven path for credit unions. ™

How do we avoid Al “hallucinations” or bad
answers?

Simple. Your Al will only use your approved policies,
procedures, and data. This “walled-garden”
approach ensures it provides accurate, verifiable
answers from your trusted documents and routes
anything it doesn’t know to a human expert.

What if our core system is outdated?

You don’t have to wait. You can start with Al
“overlays” that require minimal IT work. Tools

like agent-assist and knowledge search deliver
immediate ROI that complements your long-term
core modernization, building momentum for your
future technology goals.

The strategies in this playbook are not just about
incremental improvements; they are about
building a resilient, member-centric credit union
agile enough to thrive in the next decade.
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Next Steps

Don’t let uncertainty hold you back. Turn Al into your credit union’s competitive edge.
Building this advantage starts with a clear, targeted plan. Connect with LemonadelLXP to
see how we help credit union leaders execute ROI-driven Al integration with confidence.

Learn More —

Ready to turn your biggest hidden
cost into your greatest asset?

Schedule a brief, 15-minute consultation to see
the GPS for your operations in action.

Book a Demo
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