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The Plan:  
 

As required by the regulators and in line with best business practice, Swan Credit Union 
maintains a rolling Business Plan, which is updated and agreed by the Board every year.  

The Business Plan is founded on and must be consistent with the agreed aims and objectives of 
the Credit Union as set out in our Rules and our Policy and Procedures manual.   

The Business Plan is underpinned by detailed financial projections for each of the next three 
years.  These projections are built up on the basis of the Assumptions.  A summary of the 
projections is included in this document. The full set of projections and assumptions have been 
made available to the Board. 

The regulators also require the Credit Union to regularly review the risks it faces in conducting 
its business. We have chosen to make this an integral part of our business plan. The outcome of 
this years’ review of risks is shown at Annex 1. 

The overall business aims over the next three years are: to continue to grow our membership; 
to become financially self-sufficient; to be able to pay dividends to our members; while 
continuing to provide safe savings and affordable credit.   

This Plan addresses our regulatory obligations, and speaks both to our existing members and to 
the public at large. 
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Who we are: 
 

Swan Credit Union trades as a group of local community banks. It is member-owned and run, 
providing ethical and affordable savings and loans in North Buckinghamshire, Milton Keynes and 
South Oxfordshire. The four community banks: Milton Keynes, Aylesbury Vale, Thame and 
Didcot are branches of Swan Credit Union, which offers saving and loan services to our 
members that are a real alternative to High Street banks and to internet and doorstep lenders. 

In company law, credit unions are financial cooperatives, which operate on a not-for-profit 
basis and are authorised by the Prudential Regulation Authority (PRA) and regulated by the 
Financial Conduct Authority and the PRA (FRN417717). 

Our purpose: 
 
We exist to provide caring, community banking, offering safe savings and ethical loans.  
 
What this means is: 

Caring: We are an organisation that recognises that you have good and hard times. We 
are an organisation for all our members, and there are no barriers or fees to 
join us. We provide safe, reliable and affordable savings and loans to all, and 
in hard times such as loss of a job or income we can provide more affordable 
loans than most other financial organisations to help you get by without 
incurring high levels of debt. We are there to help you, help with maybe a 
deposit account to help you save, a loan to help you secure accommodation or 
to buy something you need, or advice to help you manage your money more 
effectively. 
We will do this in a way that recognises who you are and treats you as an 
individual. 

Community: We are run by our members, people who live or work in the areas we serve, 
for the benefit of you and all our members and the neighbourhoods where you 
and we live.  We want you to feel that you genuinely belong and can talk to 
us. 

Banking: Our business is your money.  Looking after it carefully, and making it work 
hard for you and all our members. 

Our values:  
 
These values are foundational principles which underpin everything we do, and which are a 
reference for everything we aspire to do. They lead our vision and guide our strategy. These 
are: 
 
 Openness 
 Trust 
 Fairness 
 Mutuality 
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Openness We will be totally transparent with you in what we do.  We’ll tell you our 
running costs, what we are doing with your savings, why we have made the 
decisions we have, what the regulators think of us, and more.  Obviously we 
can’t tell you about another member, nor would we tell anyone about you, 
but if you want to know anything else – just ask. 

Trust We will do four things to help build the trust between us: 

 
We will say what we mean and mean what we say; 
We will do what we say we are going to do; 
We will ensure we know what we are doing, and if we aren’t sure we will find 
out and learn: and 
We will care for you as individuals and work with you to build a sustainable 
and successful Community Bank. 

 We would ask you do the same. 

Fairness Different people mean different things by fairness; some believe it means 
treating everybody the same and others think it means treating people 
according to their particular personal circumstances. 
We will do both.  We will give everyone the opportunity to talk to us about 
their personal needs and will seek to come up with a solution that balances 
your needs and the needs of all our members and the communities we serve. 

Mutuality Swan and our Community Banks are run by members for the benefit of the 
members. There is no them. We are you.  

Our vision: 
 

Looking ahead, it is essential to have a picture in mind of what we want to be in five or ten 
years’ time. This helps us to imagine a future reality that we can work towards. Our vision is 
this: 

“By 2020 we want to be known in the communities we 
serve to be financially viable, and to be seen as a genuine 
alternative to commercial lenders.” 

 

For years, credit unions have been sustained by grant funding, principally from local Councils 
and some other community support agencies. With the squeeze on the public finances certain 
to last for some years, and as a matter of principle as well, it is vital for us to become self-
sufficient. Essentially this means that we have to set goals and strategies that will increase our 
membership, extend the services we offer, and control our costs. 

Our goals: 
	

To be meaningful, goals have to be SMART. This ensures we set objectives that are:  

 

Specific  Measurable  Achievable  Realistic Timelined 
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These are: 

 
 
Increase our resources 

 
Become better known 
 
Create communities 
 
Develop profitable products & services 
 
Operate efficiently 
 

Our stakes in the ground: 
 

For each one of these goals, we have a strategy to achieve it which collectively forms the nuts 
and bolts of our Business Plan strategy for at least the next three years, as required by our 
Regulator. In detailing how we plan to achieve these goals, and in a spirit of openness, we 
make ourselves accountable to the membership for how the Board of Directors are performing. 
Our intention is to make this information freely available (subject only to issues of 
confidentiality).  
 
	
	

Increase our resources: 

	
Disconnects: 

 
• We’re short of both management team and volunteers 
• We don’t have enough of a physical presence in Aylesbury or MK 
• We’re doubling-up Board roles & responsibilities 
• We’re not getting enough payroll deduction business to fund planned 

growth 
	

At its most basic level, we need to bring in more income from our business in order to fund the 
growth we want to see, and to cover the costs of ever-increasing regulatory requirements. 
Currently we are still reliant on grant funding to help us grow, and welcome though this is, we 
cannot, and do not wish to, assume this source of income will continue indefinitely.  
 
This means we must both increase our number of members, and increase the revenue from 
offering them financial products and services they want from us. 
 
We have extended our Bond Area to cover the area administered by South Oxfordshire District 
Council, and with the launch of Didcot Community Bank in September 2015 we will have 
Information Points, manned by trained staff, in two locations in Didcot: at the offices of SOHA 
(South Oxfordshire Housing Association) and at Didcot CAB (Citizens Advice Bureau).  
 
Alongside this financial need, we also must increase our resource of people. This will 
predominantly be made up of volunteers – whether as telephone canvassers, Community Bank 
Information Point staff, Community Bank Management Team members, Board members or in 
an internal governance role on our Supervisory Committee, for example. 
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How are we going to manage these things? These SMART Goals are our stakes in the ground: 
 

• By March 2016 we will have recruited at least three more members to serve on the 
Board of Directors, to cover specific responsibilities for Marketing and for the 
Community Banks in Milton Keynes, Aylesbury and Didcot. We will also have recruited 
at least one more member of the Supervisory Committee. 
 

 
• By September 2016 the number of Swan CU active members will have risen by 9% from 

1300 to 1420. This will be achieved by simplifying the online application process, by 
contacting members who join but do not save or borrow, and by increasing our 
marketing activity 
 

• By December 2016 we will have functioning Information Points with trained volunteers 
in every Community Bank area, and a structure of Community Bank Management Teams 
(CBMT’s) in place in all areas. 

 
• By AGM 2017 we will have a functioning App. 

 
• We already employ a part-time Development Worker. By October 2017 we will turn this 

into a full time post and/or replace it by a more senior part time manager. 
 
• By March 2018 the CBMT’s will have local marketing strategies and budgets, which will 

form the basis of Swan CU’s future business plans. 
 

• By September 2018 we will be financially self-sufficient. This means that all of our 
operating costs will have been met from revenue generated by the Community Banks 
through products and services offered to our members. 

 
• By September 2019, after its first year of operation, Didcot Community Bank has 

targeted the recruitment of 200 members and the issue of 50 loans. (see below on 
Community Bank budgeting and targeting)  
 
 
 

Become better known: 

Disconnects: 
 

 
• We’ve moved to an online operation and lost local presence 
• Our marketing communications are not adequately managed 
• Swan is relatively new as a brand 
• We have a confusion of Community Bank and Credit Union brands 
• We don’t talk enough to our members 

 
 
We need to become better known both in the localities where we have a Community Bank, 
and within a competitive financial sector. 
 
With regard to the communities we seek to serve, we set out here these goals: 
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• By AGM 2016 we will have conducted email & phone surveys of members to 
identify needs, wants and how they perceive us (as a CU and as CB’s). We 
will be promoting the message that Swan is a community of local banks. 

 
• By May 2016 to have a clear marketing plan which links with the Credit 

Union Solutions Marketing Plan and which will inform the Community Banks 
local marketing activity. 

 
• By end 2017 the CBMT’s will be meeting regularly with community leaders 

and other stakeholders. Swan Board to support. 
 
• By end 2018 we will have active partnerships with multiple community 

services.  
 
 
Based on the low competitive rivalry as determined by taking into account the other forces, 
credit unions are generally general attractive due to their uniqueness within the market.  For 
Swan Credit Union to succeed, it is important to have differentiated product ranges for it to 
stand out amongst the well-known corporate banks and building societies.   
 
While a relatively low budget is a challenge for Swan Credit Union, it is prudent to make the 
most of low cost resources which can ultimately lead to the wide spread of the brand in the 
communities that we serve.  Low cost examples that may benefit Swan Credit Union include: 
 
 

• Business directories offering free advertisement within local communities 
• Presence at high profile community events 
• Low cost advertising on the back of till receipts at targeted retailers 
• Increase visibility on highly populated social media sites 

 

Create Communities: 

 
Disconnects 

  
• We are not very well known, nor seen as part of the local communities in the 

CB areas  
 
• We don’t know what our members want from us 
 
• Other brands seek to create a community or sense of belonging, which 

seems to work. 
 

  
 SMART Goals 

 
• By September 2016 we will have conducted online & phone surveys of at least 25% of 

members to identify needs, wants and how they perceive us (as a CU and as CB’s).  
 
• By end 2016 we will have held at least one community event in each CB area for 

members to meet volunteers, CBMT’s and Directors.  Ongoing success will be at least 
one event each year in each Community Bank area. 
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• By end 2016 we will have an active online community for each Community Bank. 

Initial success will be 10% of members accessing that online community each month. 
 

 
• By AGM 2017 this survey will reveal that 40% of members recognise that Swan Credit 

Union is a community of local banks.  
 
• By end 2017 each community bank will be holding meetings with at least 2 

community leaders or other stakeholders each month. 
 
• By end 2017 30% of members will be accessing our Community Bank social media 

sites. 
 
• By end 2018 each community bank will have established active partnerships with 

multiple community services.  

 

Develop profitable products & services: 

	
	
• By the end of September 2016 to use the data from the member survey referred 

above in ‘Create Communities’ in order to review our products and services. This will 
be cross referenced against our costs so we understand how much our business costs 
to run and how that links with members’ needs. 

 
• By end of September 2016 we will also have conducted research into what products 

and services other credit unions of our size and slightly larger are offering or 
proposing. 

 
• By the end of 2016, drawing on the research we have conducted and in consultation 

with CUS we will review and revise our product portfolio, launching any new products 
we believe we can viably and profitably deliver.  In particular we will explore small 
business loans and re-launching our loans to home owners to try and drive up our 
loans/deposits ratio and increase income earned on ‘surplus’ deposits. 

 
• By the end of 2017 we will have engaged with at least six community schemes for 

other services and products (e.g. energy and white goods) to see how we can provide 
other financial benefits to our members.	

	
	

Operate efficiently: 

	
Financial viability means we need to generate enough from our services to cover the costs of 
those services and generate a surplus that means we can continue to grow the Credit Union, 
pay members a dividend and maintain our capital ratios.  Failure to do this will mean the 
union will ultimately fail.	
Key to this is careful risk management principally with our lending and our bad debt levels, 
which have reduced significantly as a result of CUS’ good work in making loans available.  
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That said, they act fairly autonomously and it is important that we can meet our social aims 
as well as maintain low bad debt levels.	
	
CUS, along with our marketing and business development activities, are also our largest 
cost.  Our fees are calculated based on how successful we are and how large we are 
compared with the other credit unions serviced by CUS.  2015-6 will see a significant 
increase in our costs as a result of our success to date.	
	
As part of our operating review we have undertaken a detailed risk review and agreed 
strategies to accept, manage or mitigate the risks we have identified. 	
	
By end October 2015 we will: 
	
• Have set out a new budget for 2015-18 and draft budgets for the two years that 

follow.	
• Have reviewed and agreed our service and the cost we pay for it with CUS.	

	
• By the end of 2016 we will have reviewed the cost benefits of our services as part of 

the product review; and also explored other areas of cost savings such as working to 
help the other unions in the CUS group improve their efficiency and profitability so 
costs are evenly shared.	

	
• Building on the good work done by CUS we will try to have in place by the end of 

2016 a clearly articulated lending policy that sets out how we will balance our risk 
and our social aims, detailing the means by which we will do this, the key metrics 
linked to it and the costs/benefits linked to it.	

	
Critically we will also ensure that throughout all of this we remain compliant and within all 
regulatory ratios and processes requirements.	
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Financial Projections: 
The figures below show the second round of financial projections for the current and next 
two years. They are based on the estimated outturn for 2013-14 while the final projections 
will be based on the actual outturn. 

The key assumptions used in these projections are: 

• A gradual increase in the loan to share ratio. 
• Savings at a slightly lower rate that 2014-15 (but higher than 2013-14) 
• No new grants apart from those already agreed. 
• A part-time manager or full time development worker from October 2017 
• No dividends in the final year (because of no grants and higher costs) 

 
 

  Estimated 
outturn 
2014-15 

Projection 
2015-16 

Projection 
2016-17 

Projection 
2017-18 

Members at end year (inc Juniors) 1,300 1,420 1,540 1,660 

Members shares (£000) 560 663 776 899 

Loan balance (£000) 275 334 401 478 

Grant income (£000) 24 15 9 0 

Cash Bank balance (£000) 220 211 199 180 

Investments (£000) 135 185 235 285 

Income (£000) 82 78 85 91 

Expenditure (£000) 67 70 78 91 

Net operating Surplus  (£000)  10.0 8.9 7.4 0.7 

Dividends (£000) 5.0 6.2 7.2 0.0 

Net Assets = Liabilities (£000,s) 606 714 831 950 

Loan to share ratio (CU average = 
60%) 

49% 50% 52% 53% 

Capital as percent of total assets (min 
target 5%) - includes subordinated 
debt 

7.6% 7.1% 6.0% 5.4% 

Liquidity as a percent of relevant 
liabilities (best practice 10-20%) 

58% 47% 38% 29% 
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Projections by operational areas of Swan CU 
    
  Base 

Year   
2014-15 

Projection 
2015-16 

Projection 
2016-17 

Projection 
2017-18 

Members at end year 1,300 1,420 1,540 1,660 

MKCB 890 938 986 1,034 
AVCB 340 364 388 412 
S. Oxfordshire 35 71 107 143 
other postcodes 35 47 59 71 
Members shares (£000) 560  663 776 899 

MKCB  430  499 573 650 
AVCB 80  107 135 166 
S. Oxford 23  27 34 44 
other postcodes 27  30 34 39 
Loan balance (£000) 275 334 401 478 

MKCB  205 243 285 341 
AVCB 42 58 76 98 
S. Oxfordshire 12 14 19 26 
other postcodes 16 18 22 30 
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ANNEX 1: 2015 REVIEW OF RISKS 
     

1 = low, 5= high 
 

The agreed key risks 
identified by the Board 

Probab-
ility 

Impact  Risk 
Score    
(P*I) 

Risk Mitigation Strategy/ Comment 

Financial Risks         

Failure to meet our 
financial targets in the 
business plan, such as 
growth of loans, financial 
surplus and regulatory 
required capital 
adequacy ratios. 

2 3 6 

We are taking steps to make our 
business plan more rigorous and 
realistic with specific actions and 
accountabilities. Loan targets for 
example have been missed every 
year A realistic implementation 
plan will be required taking 
account of limited resources. 

Poor loan decisions, and 
poor management of bad 
debts. 

2 4 8 

We need an implementation 
strategy that ensures control of bad 
debts, without compromising our 
lending targets. The Credit 
committee need more information 
on lending decisions to assist 
evaluation. 

Fraud and/or theft of 
funds. 1 5 5 

Single person use of BACS - we are 
working with Coop and CUS to 
change this. 

Excessive and poorly 
managed expenditure - 
above budget. 

1 2 2 

Management Information presented 
monthly and subject to Board 
scrutiny.  Format of MI to be 
reviewed to ensure budget use is 
clear. 

Use of CU for money 
laundering purposes. 1 3 3 

There are both documented and 
automated processes in place which 
are subject to audit.  

Erroneous payment out 
of funds 3 2 6 

Has happened in the past. External 
payment of funds is subject to a 
two person process - input and 
authorisation apart from BACS 
payments - see above 

External Risks     

Major changes in 
regulatory requirements 2 5 10 Maintain awareness of developing 

ideas 

Other CUs operating in 
our Bond Area 4 2 8 Focus on what we do best 
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Operational Risks     

Failure of CUS to 
maintain operations and 
records to agreed 
standards in Service 
Level Agreement 

4 2 8 

Frequent departures from SLA by CUS, 
although mostly on issues of lower 
priority. Planned expansion and more 
training of staff should help, but the 
SLA needs further review as well. CUS 
need to attend Board meetings at least 
every 3 months. 

Poor customer service 1 3 3 

CUS have conducted occasional 
customer satisfaction surveys, the 
results for which are presented to 
the Board. We have a documented 
complaints procedure and only one 
recent case. 

Inadequate supervision of 
staff and volunteers  by 
the Board 

3 2 6 

Lack of Board time means we often 
let this slip. Clear job descriptions 
and lines of management are being 
put in place. 

Financial / operational 
stability of CUS as a 
company 

2 5 10 

CUS has been very reliant on its 
CEO, and a deputy CEO has 
recently been appointed. Swan 
needs to ensure its back office 
provision going forward is robust. 

Reputational Risks      

Criminal or unethical 
behaviour by individual 
Board members or staff. 

2 3 6 

Policy of letting potential Board 
members work as volunteers for a 
period helps to ensure their 
commitment and suitability. 
Regulatory vetting of new Board 
members also helps. 

Complaints entering the 
public domain. 1 2 2 

Documented complaints process, 
which has an appeals / review 
system. 

Commercial links to an 
organisation not 
considered as consistent 
with our ethical policies. 

1 1 1 Major suppliers subject to Board 
approval? 

IT Risks      

Software supplier 
(Kesho), goes out of 
business or loses key 
staff. 

2 4 8 

Keep alternative software providers 
under review. ‘Curtains’ would 
continue to function for a period of 
time even without Kesho. 

Inadequate data security. 3 4 12 
 Review and put extra protections 
in place to avoid hacking or leaks of 
e-mails with confidential details. 

Inadequate IT systems. 2 2 4 We need to press Kesho for an 
upgrade of the Curtains software. 

 


