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LETTER
     FROM THE EDITOR   

What if increasing profits, boosting net interest margin, and  
growing organically could be easier…and create a far more  
predictable positive result?

No, really—I mean the same or even better results, without  
the stress, rework, risk to current operations, toil and trouble?

Let’s assume it can. In fact, this issue is all about making things easier. 
Running an extraordinary bank means getting your people to stop 
focusing on the minutiae and start focusing on the high ROI activities.

Here are a few things to consider…

What if there were easier ways to get marketing results by essentially 
saving 80 percent of your marketing budget (if you’re a typical bank) and 
doing only the few things that are actually proven to create a powerful return on investment?

What if acquisitions weren’t so risky and time-consuming? What if you could minimize the loss of good 
customers, the turmoil of your team, and all the other things that can make acquisitions a nightmare?

And what if, in the process of preparing for an acquisition, you could radically improve your own organization?

Well, good news… it can be done! 

In this issue, you’ll hear from the legendary Nido Qubein how to make your employees feel more a part of  
your team. Nido came to this country with $50 in his pocket and is now a Horatio Alger Award winner and  
one of the most respected and successful entrepreneurs of our time.

Thinking about a merger or acquisition? Since 83 percent of M&A activity turns out to not help shareholder 
returns, it’s time to find out what the 17 percent know to help you create a better result. 

You know culture is the number one predictor of future growth and profitability. But what’s number two?  
It’s strategy. And most banks don’t have even one strategy in their strategic plan. We’ll cover that as well.  

Finally, get ready to meet the good folks from Guaranty Bank and Trust—a community bank on a journey  
of transformation.  

And until we meet again, be good to yourself, and decide to make your results come easier.

Roxanne Emmerich
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Go to www.EmmerichFinancial.com/review for a 5-minute assessment 
to help you discover where you are at risk, and receive a free acquisition 
preparedness template to shore up what lurks in the night—so if the 
right deal comes along, you’ll be ready.

Three overview studies in the Strategic Management Journal show 
that  acquisitions fail to increase value an astonishing 70-80 percent 
of the time!

Let’s face it. Acquisitions sound like no brainers…but how many  
times have you heard of the debacle that ensued, like...

• The branch that needed to be sold three years later because it 
never  took off

• The “us-vs.-them” cultural fight between the new and the old that 
robbed profits for two to three years

• The lack of accountability and uniformity that killed any hope 
of profit, causing years of misery from write-offs and regulators. 

What are the chances that would happen to you?

What You Don’t Know  
Could Be Costing You A Fortune!

Here’s the Straight Scoop  
on How to Create an  

Iron-Clad Acquisition Plan  
to Reduce the Chance of Failure

Visit www.EmmerichFinancial.com/review today!

Stop Everything…
Take the FREE team-readiness review assessment  
now to reduce the otherwise predictable chance  
your future acquisition will be a financial failure

Go to www. EmmerichFinancial.com/review for a complimentary 
 5-minute assessment to help you pinpoint the areas where your bank 

 could be at risk that will be magnified if you attempt an acquisition.

You’ll receive a template to shore up any areas of weakness—so if the  
right deal comes along, you’ll be ready to acquire and be one of the few  

that turn an acquisition into a profitable opportunity.

5

http://www.emmerichfinancial.com/review
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Visit www.EmmerichFinancial.com/review today!

FEATURE ARTICLE

It’s the ABC formula for  
beating your competitors  

to all of the best customers  
in your market.

Sure Ways to  
Find A+ Quality 
Credits in the  
Next 90 Days:5

Prospecting 101 
for Commercial Lenders

Do your commercial lenders lack the skills and mindsets to 
effectively prospect? As a result, is your net interest margin 
squeezed, and squeezed, and squeezed… with no hope of a 
turnaround soon?

Do your lenders compete for the “Most Creative Too-Busy Excuse 
for Not Prospecting” Award?

Do you fear there’s no end in sight to this problem and have 
sleepless nights wondering how you will maintain enough profit to 
keep you in the Tier I Capital game when Basel III takes a toll on 
the industry and knocks out thousands of banks?

You’re not alone…

 
A recurring theme I hear when talking with hundreds of bank 
executives each month is, “My lenders aren’t prospecting.” If 
they have lenders who are prospecting, their scattered and non-
systematic efforts are ineffective at best. At worst, they position 
them as a vendor.

As a result, they mumble those nasty words, “Loan demand has 
dried up,” thinking that’s an adequate response to the fact that 
good prospects rarely walk in the front door these days.

Instead, let’s deal with reality. The fact that they ever walked in the 
front door was a miracle. Now we as an industry need to figure out 

 
what every other person in professional sales 
figured out years ago—if you want quality 
new business and premium pricing, you’re 
going to need to hustle. And that means 
smart, well-thought-out activities delivered in 
a systematic way to create a predictable result 
called “revenue growth.”

Sounds good in theory…but your lenders are 
still not hustling out the door after that little 
lecture?  Heard that before, too.

It’s time for “Prospecting for Commercial 
Lenders 101.”

Continued on page 24...
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Small Community, 

Guaranty Bank and Trust’s CEO Huey Townsend 
Talks Candidly with Roxanne Emmerich

Roxanne: Would you say that Guaranty Bank is unique compared to other 
community banks? Are you doing anything differently? 

Huey: I don’t know if we have any unique traits, but when we started 
working with you 18 months ago, we began asking for business—calling on 
people before other banks. We started seeing success and growth, and our 
morale turned around—from collecting to soliciting business earlier than 
other banks did. We are a Community Development Financial Institution, 
which means we serve depressed areas, and we try to reach and serve all the 
population. We’re involved in events that will improve our communities. We 
emphasize loan quality and loan profitability.  Generally, our loans are much 
smaller than other banks’, but each loan officer makes a higher number 
of loans. Therefore, we don’t compare as well with dollar-per-loan-officer 
in peer comparisons. Due to the structure of our loan portfolio, we must 
make a reasonable rate to justify the additional service we give meeting those 
special needs in our communities.

A ConversAtion with GuArAnty BAnk

Roxanne: What changes have you seen in 
your internal culture?

Huey: I really attribute a lot of our success 
to your program. After the downturn, we 
were trying to collect loans, real estate 
values were going down, and it wasn’t 
much fun. Everybody was downcast and 
worn out. It was at that point—wanting 
to do something to improve the outlook of 
our employees—that we started looking at 
your program. The Kick-Butt Kick-Off®, 
the Daily Huddles, the celebrations, the 
encouragement—these have done a lot to 
transform all of us throughout the bank. 
The people in the support departments 
now realize they’re internal people who 
serve other employees—so the way they 
communicate with them has changed.  They 
now see other team members as  customers, 
and the service and relationships among 
them have improved. Everybody’s attitude 
and outlook has changed. They enjoy so 
much more being a part of  Guaranty Bank. 
 
Roxanne: What about the customer 
experience? Can you give us a before-and-
after snapshot?

Huey: We have a more standardized 
approach to the way we’re delivering 
customer service. We had a number of 
Moments of Truth—from how we answer 
the telephone, to email communication, 
to office and building appearance. Right 
after our Kick-Butt Kick-Off, customers 
came in saying, “What have y’all done?”  

  Left to right:  Jake Bellipanni, EVP of Operations,  
Huey Townsend, President and CEO,   
Myra Dunlap, SVP of Corporate Administration,  
Hue Townsend, EVP of Credit.

      Missing:  Bobby Steinriede, EVP of Banking.

 Big Mindset
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Customers came in saying,  
‘What have y’all done?’   

We’re giving them a higher  
level of service from employees 

that are happier and more 
enthusiastic about delivering 

exceptional service.

We’re giving them a higher level of 
service from employees that are happier 
and more enthusiastic about delivering 
exceptional service.

Roxanne: You haven’t mentioned the 
biggest improvement of all…

Huey: That’s right, Roxanne. We increased 
our ROA from .64 to 1.70. One thing 
that contributed to the improvement in 
earnings was to eliminate loan losses. We 
now have had several big recoveries of 
previous charge offs, and we’ve developed 
new loans and new deposits. We’re bigger 
than we were, and we did that without 
expanding our number of people. We’ve 
grown from $504 million to over $600 
million today.

We realized that getting the right people in 
the right positions was key to our success. 
Now that we have the right people, the 
team is more enthusiastic, more in tune 
with what we’re doing, and dedicated to 
delivering exceptional customer service 
and developing customer relationships.

Roxanne: How are you developing your 
executive team today versus in the past?

Huey: We’re very involved in ABA, the 
Community Development Bankers 
Association, and  ICBA. That involvement 
has allowed me to talk with banking 
professionals about how to approach 
things that are currently affecting our 

industry. We attend a lot of seminars and 
Emmerich Group events. We’re a member 
of a bank CEO network—a group of 25-30 
peer banks that meets twice a year to discuss 
what we’re doing well and where we’re 
having problems. We find new ways to 
meet challenges, control expenses, increase 
income, or simply do things better.

At Guaranty Bank, we have a weekly 
executive officer’s meeting that  helps us 
know what each other is doing during 
the week. We make plans in that meeting, 
and then check on results the next week. 
Plus, all of us have weekly meetings 
in each department. Basically, we’re 
communicating much better. Going 
out and discovering new methods helps 
broaden our horizons.

Roxanne: Going forward, what are you 
most concerned about?

Huey: Technology, for one, and the other 
is regulation. I think we must continue to 
assess the niche of community banking. So 
many non-banks are taking huge portions 
of the traditional banking business using 
technology in the areas of payments, credit 
and deposits. We have intense competition 
from other banks as well.

In addition to greater competition, 
the regulatory burden limits our 
ability to tailor services to fit each 
customer. Regulations are driving us to 
standardization. I think that’s bad for 

community banks and bad for small 
communities and their growth.

I think we’ve  been pressured from 
regulatory demands in the banking 
system, from technology and from 
non-banks that are chipping away at 
traditional services.

We have to differentiate ourselves 
and become known as the best 
community bank—one that is best 
for our customers, communities and 
our stockholders. We need happy 
employees to do that. I can’t imagine 
what banking will be like in 20 years. 
I’ve been in banking for 45 years—
starting as a drive-in teller. Now we’re 
moving to online banking, mobile 
telephone banking, remote image 
capture—so many things that it’s 
hard to look 20 years down the road. 
Change is accelerating. I think we’ll 
see far more changes in the next 5 
years than in the last 40.

Roxanne: Do you see any industry 
risks ahead?

Huey: Yes, getting drawn into 
competitive bidding on loans, we’re 
seeing crazy rates. Borrowers are locking 
in long-term rates at unbelievably 
low levels. This is not going to last 
forever. Today, bankers need to work 
hard, be honest, and care about their 
organization, their staff, and their 
customers. Pick the best things you 
hear about and implement those. 
Focus always on cost containment and 
revenue generation.

Roxanne: Your people are key to this 
focus, am I right?

Huey: We have a place with a family 
atmosphere. Our people are proud 
of where they work and proud of 
the work we do in our communities. 
We have incentive plans that reward 

A ConversAtion with GuArAnty BAnk
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A ConversAtion with GuArAnty BAnk

people for exceptional performance in moving the bank 
forward. We have goals and values that most honorable 
people would appreciate. 

Our headquarters houses most of our support departments 
in Belzoni, which is a small agricultural community.  This 
gives us challenges in staffing.  When we hire somebody, 
they generally stay a long 
time—like one of the guys 
on our executive team who 
has been here 41 years.

Employees like working 
here because of our 
culture. They know they’ll 
be compensated fairly, of 
course, but it’s more than 
that. There’s a family atmosphere here. For example, 
one of our employees recently had a baby with Down 
Syndrome—and people in different departments lined 
up to provide food for them at the time they needed 
it. We help each other. Plus, there’s just an atmosphere 
where people enjoy coming to work.

Roxanne: You’ve got a great culture! Let’s talk about your 
sales culture, specifically.

Huey:  In retooling our sales process, the first thing we 
did was get people out calling on prospects. We also 
changed some of our approval processes to streamline 
things and get larger loans approved more quickly. We 
compiled a Top 100 list of prospects by looking at our 
current customers to project our top prospects. Now 
that we’ve identified top prospects, we’re proactively 
calling on them. 

We hold weekly sales meetings to discuss how we’re doing 
in closing business. We have a big pipeline of customers 
and loans and relationships that look promising. We 
believe we’ll be able to significantly increase loans again 
this year, just as we have the last few years, whereas most 
banks in the state have not been doing that.

We have things that need improvement so that we’re not 
just matching rates. But we’re working on that.

Roxanne: What’s the hardest thing about being a bank 
CEO right now, in the area of sales?

Huey:  Serving customers. You can centralize and save money and 
probably reduce risk, but when you move decision making away from 
the local communities, it’s not good for customers or communities. 
It seems like trends are forcing us towards insuring that we create 
impregnable relationships with our customers. We need to have true 
personal relationships with customers where we can look at character 
and historical performance as opposed to just a credit score.

Roxanne: It’s putting a lot of importance again 
on being a community banker…

Huey: Yes. We’ve made our mark operating 
primarily in small towns, serving customers, 
and working really hard to help our 
communities survive. I wouldn’t say many are 
prospering, but we’ve been a major part of 
their survival. We’re also terrifically involved 

in financial education—all the things that keep a community stable. 
We’re in an area that is primarily agricultural, and employment is 
dwindling on farms. It’s tough with a decreasing population and 
limited availability of jobs. We’re trying to improve opportunities 
to hire skilled workers. If we see an opportunity to create jobs, we’ll 
work with entrepreneurs to try to encourage them to start businesses. 
Our communities need to grow internally—we’re not going to be 
able to recruit large industry to some of our market areas. But we 
can encourage the people who are here to be entrepreneurial, small 
as they may be. We’re also supporting tourism since we’re in a big 
hunting area.

The biggest question for us today is, How do we keep the bank strong 
and stay conservative in the way we operate?  We’re working on growing 
prudently and profitably, of course, but we’re also looking for growth 
opportunities in other areas. We would like to pursue those as opposed 
to buying. We need to grow to be able to survive. We need more assets 
in order to offer customers the services they deserve and need. For me, 
the key is to put the right people in the right roles, work on succession 
planning, and strive to create a good core bank—I think those things 
are the key to the long-term success of Guaranty Bank.

Roxanne: What’s top-of-mind for the immediate future?

Huey: Profits. We’re budgeting 1.8 ROA for the coming year. Right 
now, we’re at 1.48, but we’re already ahead of budget. We’re awash 
with liquidity the first part of this year. With earnings accelerating, 
the goal will be 2.0.

Roxanne: Thanks Huey…You are a class act and your commitment 
to your community and your people is inspiring. That’s what great 
community banking is all about.

We have to differentiate ourselves and 
become known as the best community 

bank—one that is best for our customers, 
communities and our stockholders.  

We need happy employees to do that.
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Our May Chat With The ExpertsTM Guest: Dr. Nido Qubein

Do your employees work for you or with you?

The answer to that question will tell you a great deal about your bank’s ability 
to prosper in the era of change. If your employees work for you, they will 
tend to do what you ask them to do and no more. If they work with you, 
they will join you in the search for better methods, better ideas and higher 
profitability.  They will be transformed from a group of passive order-takers 
into an organization of intelligent action-takers.

TURNING “US VS. THEM”  
INTO “WE”

More than a century ago, Henry Peter 
Brougham remarked that “Education makes 
people easy to lead, but difficult to drive; easy 
to govern, but impossible to enslave.”

His observation is valid in the business and 
financial industry as well.  An educated work 
force will form a partnership with intelligent 
leadership, but will not be driven.  Turning 
your employees into partners requires 
attitudinal changes.  If they are to behave as 
partners, they must learn to see themselves as 
part of the organization and not as hirelings 
who are paid to perform specific tasks.  They 
must cultivate the entrepreneurial mentality 
as opposed to the worker mentality.

You can tell whether your employees regard 
themselves as partners or as hirelings by 
listening to them talk.

Do they refer to positions or others in the 
bank in terms such as “them” or “us”?  If 
the company is “them” then you have some 
educational tasks ahead of you.

Turning your 

 employees into  

partners requires  

attitudinal changes.

EDUCATION FOR  
NEW RELATIONSHIPS

Turning employees into partners requires a high 
level of education on the part of management 
and employees. It calls for new types of 
relationships, and the new relationships must 
be learned by people at all levels.

Here are some of your goals:

1. Align management and employees behind 
the corporate vision, supported by corporate, 
departmental and individual goals.

2.  Identify and model corporate values.

3. Help management and employees identify 
and embrace the corporate mission and 
show how it ultimately benefits everyone 
within the organization.

4.  Educate managers and supervisors for 
their new roles as coaches and facilitators 
instead of transmitters of orders.

5.  Educate all employees to see their roles as 
creators of value rather than performers of 
rote functions. 

Continued on page 11...

Turning Employees 
Into Partners
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Dates and locations subject to change

Register today by calling (952) 820-0360 or visiting www.EmmerichFinancial.com

If You Could Invest Just Two Days and  
Radically Jump-Start Profitable Growth... 

Would You?

http://www.emmerichfinancial.com
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6. Help employees acquire skills  
needed for self-management, 
including team building, planning, 
goal setting, problem solving, 
conflict resolution, negotiating, 
and risk taking. When everyone 
can demonstrate solid proficiency 
at these strengths, then the 
organization becomes stronger from 
the inside out.

INSTILLING THE VISION  
AND MISSION

A corporate vision is its mental 
picture of the future it desires.  For 
the vision to be effective, it must 
permeate the consciousness of the 
entire team.  The company’s mission 
is closely related to the vision.  It is a 
simple but eloquent statement of the 
way the company proposes to fulfill 
its vision.

A vision is not something top 
management dreams up and 
presents to its employees with the 
announcement, “This is what we’re 
going to achieve.”

IDENTIFYING CORPORATE 
VALUES

Effective visions must spring from 
corporate values the employees 
themselves can embrace willingly. 
Not all employees, of course, will 
subscribe to the same values.

Conflicting values should not be a 

major problem if the company has sought 
broad input into values identification.  
Corporate values should not reflect the 
personal idiosyncrasies of the CEO.  
They should have a broad base of support 
within the organization, and they should 
be consistent with the overall purpose of 
your financial institution.

Where company values conflict with 
personal values, it’s best not to give the 
individuals either/or choices.  Rather, 
management should look for alternatives 
that will violate neither set of values.  
This enables individuals to hold on 
to their own values while supporting 
company objectives.

The mission statement provides the 
conceptual framework within which the 
company proposes to fulfill its vision while 
adhering to its values.  Employees should 
be thoroughly familiar with the mission 

Employees should be  
thoroughly familiar with the  

mission statement, for it  
provides a straight-edge  

to guide long-range  
planning and day-to-day 

decision making.

Join Us for Chat With The ExpertsTM

statement, for it provides a straight-edge to 
guide long-range planning and day-to-day 
decision making.

The vision, values and mission statement 
are the fundamental tools for shaping 
corporate culture.  They underlie all the 
company’s rules, policies and guidelines.  
And they tend to grow healthy partnerships 
between management and employees.

Nido Qubein is an international speaker 
and accomplished author on sales, 
communication, and leadership. In 2005 
he accepted the presidency of High Point 
University which has an enrollment of more 
than 4,500 undergraduate and graduate 
students. Dr. Qubein serves on several 
national and local boards including BB&T 
and is the recipient of numerous awards. 
He is also chairman of Great Harvest Bread 
Company with 220 stores in 43 states. For 
more information visit: www nidoqubein.com 
and www.highpoint.edu. 

Finally, the Way to Inspire  
Profit-Rich Results from Your Team
In this popular Chat With Experts™ series of interviews with top business advisors, 
industry insiders, and management experts, Roxanne Emmerich chats this month 
with business legend Nido Qubein.

What does it take to create a profound transformation?

Nido Qubein has the answers. He’s done it. After transforming businesses for 
decades, he brought his savvy business experience to education and transformed 
a college from a struggling low performer to a world-class institution on a solid 
financial footing in just eight years.

You’ll discover 60 minutes of pure reality check—along with solid strategies and 
proven tactics you can use—whether you’re at the helm of a top-performing bank, 
want to become a top performer, or simply want to become inspired again and 
regain your first-day enthusiasm for your work.

You do NOT want to miss this session. 

To register, go to www.Emmerichfinancial.com/nido
All Chat With the Experts™ interviews are recorded and posted briefly for later listening. 
If you’re reading this announcement after the live interview, please visit our website today.

http://www.emmerichfinancial.com/nido


12 | Extraordinary Banker | www.ExtraordinaryBanker.com

Time for a Governance “Tuneup”
By Jeffery E. Smith

The more things change, the more they remain the same. One of the most common 
themes to arise from the recent financial industry challenges is a reminder that, in this 
industry, capital remains king. Certainly the capital provisions of the newly-enacted 
federal financial reform legislation known as the Dodd-Frank Wall Street Reform and 
Consumer Protection Act (the Dodd-Frank Act) reinforces that basic truth, and any 
banks that have experienced recent examination proceedings and are dealing with any 
level of problem loans can attest.

To that end, capital-raising activities in a variety of forms will be on the minds of many, 
if not most, bankers.

The interlude between the enactment of 
the Dodd-Frank Act and adoption of the 
plethora of regulations sure to be proposed 
and issued by each of the impacted 
agencies may be just the time to review 
your institution’s governance structure, 
documents, and mechanisms to bring 
them up to date and to provide important 
alternatives and flexibility for responding 
to increased capital needs, M&A, and 
other corporate opportunities—and 
to generally put the institution in a 
position to better respond not only to the 
likelihood of increased regulatory capital 
expectations, but to market opportunities 
and events as they unfold.

In addition to the fact that it remains 
the responsibility of the board and 
management to review governance 
structures and mechanisms on an ongoing 
basis and to ascertain that they are 
appropriate for the operations, plans, and 
intended activities of the organization, 
a proper governance structure will 
better enable the institution to control 
its destiny as a potential acquisition 
target and to be in a position to quickly 
respond to acquisition opportunities as a 
potential buyer.

What is appropriate varies for each 
institution and the business plans for that 
institution. There are, however, certain 
items that make sense on a general basis 

for all institutions.

So once again, what are some of the 
more important things to look for in 
this “tuneup”? 

Capital Structure

Governance documents should provide 
appropriate authorization for issuance of 
common and preferred stock to address 
planned capital needs and to provide a 
buffer, if possible, for unanticipated events 
and opportunities. A broad authorization 
for preferred stock with terms to be set by 
the board of the institution can provide 
flexibility for fairly quick capital issuances, 
and additional authorized common (or 
classes of common) may make sense as well 
for growth including potential acquisitions. 
Expanded stock opportunities may also 
be appropriate for stock-related incentive 
compensation programs.

Of course the appropriate structure varies 
by institution, and is impacted by the 
willingness of existing shareholders to 
authorize additional shares where such 
flexibility is not currently provided. Sub-S 
institutions will need to carefully review the 
impact of any proposed changes in capital 
structure on Sub-S status. Perhaps more 
than any other single item, capital flexibility 
is important in enabling the institution to 
take advantage of current and prospective 
growth opportunities and provides a 
backup if credit quality issues arise.

Indemnification

This too varies by institution. 
While some institutions address 
indemnification coverage in articles 
of incorporation (or association for 
national banks), some in the code 
of regulations or bylaws, some by 
contract, and some through silence 
in governance documents with a 
fallback to relevant state and federal 
law, it is important that boards 
and management understand and 
address this issue. D&O insurance 
is becoming more expensive and 
difficult to acquire as industry issues 
continue, and coverage limitations 
and exceptions are growing. And 
there is of course the limitation on 
coverage with regard to agency actions 
and penalties. Prospective officers and 
board members may well inquire as 
to indemnification coverage in the 
recruiting process, and insurers will 
need to determine how those issues 
are handled by the institution. There 
is no “one size fits all,” and the time 
to be looking at this issue is preferably 
long before the lawsuit is served.

Committee Structures  
and Composition

Standing and special committees have 
long had an important place in the 
banking industry, and Sarbanes-Oxley 
has further focused on “best practices” 
for non-public companies (including 
banks) in regard to committee 
structures and independence. Certain 
standing committees should be 
reflected in governance documents, 
and all committees should adopt 
and maintain detailed committee 
charters to provide guidance with 
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respect to committee activities and 
expectations, as well as membership 
requirements. Audit, compensation, 
and governance committees should be 
focused on “independent” directors, 
even for non-SEC companies, 
and the board should take care to 
ascertain the “independence” of 
committee members and document 
that consideration. Again while 
not specifically applicable to non-
public companies, the committee 
structure and independence concepts 
contained in Sarbanes-Oxley, and 
in the listing rules for NYSE and 
NASDAQ provide a good “best 
practices” template for all institutions.

Takeover Protections

Even if the institution is uncertain as 
to its continued independence plans, 
adopting appropriate anti-takeover 
protections can provide a method to 
enable the institution to better control 
its destiny should unwanted overtures 
arise, and to secure the best transaction 
(and price) for shareholders. While true 
hostile takeovers are rare in banking, they 
can be costly and difficult to prevent in 
the long run. Incorporating appropriate 
protections in governance structures can 
provide defensive leverage, a stronger 
negotiating position, and critical time 
to consider an appropriate response. 
Takeover preparedness is important, 
and defensive protections including 
a staggered board, rights plans, 
supermajority provisions, fair price 
protections, and other structural and 
procedural protections will enable the 
institution to better control its destiny 
and to maintain appropriate leverage 
in dealing with unwanted acquisition 
overtures. And each can be structured so 
that they are not an obstacle to board-
approved transactions.

Likewise, potential acquiring 
institutions should review their 

governance structure to examine whether 
there may be inappropriate obstacles 
for taking advantage of acquisition 
opportunities as they arise. Takeover 
preparedness is important for both 
potential buyers and potential sellers, 
and institutions should endeavor to 
adopt a governance structure which will 
maximize opportunities for protecting the 
institution in the event of an unwanted 
acquisition overture while providing 
flexibility for responding to opportunities 
as a potential buyer.

Shareholder Activities

The current market has spawned a number 
of proposals for increased shareholder 
activism including “say on pay” activities 
and expanded shareholder access to the 
proxy process. How these proposals will 
eventually develop remains to be seen, but 
in the present environment organizations 
(public and non-public) should anticipate 
that further state and federal pro-
shareholder legislation and regulation is 
likely. For public companies, the SEC is 
becoming more supportive of shareholder 
activism proposals generally, which 
may quickly make their way into state 
corporate law and/or banking regulations 
in the present environment.

Certain aspects of state corporate 
law is arguably being federalized by 
Congressional and SEC shareholder 
proposals, and bank regulators may be 
pressured into taking a more active role in 
bank shareholder issues and activities.

While the impact of this expanded 
shareholder activism remains to be 
seen, it is very likely to place additional 
governance burdens on boards and 
institutions, increase costs, and create 
further need for careful review and 
consideration of governance structures 
and activities for all organizations.

Holding Company and Bank

Many institutions, particularly community 

banking organizations, have similar (if 
not identical) boards at the holding 
company and the bank. While this can and 
sometimes does present issues for “piercing 
the veil” between the holding company and 
the bank and may be appropriate to avoid, 
nonetheless in all instances care should be 
taken to avoid inconsistencies between 
holding company and bank governance 
structures and documents. Not that they 
are not and should not be different, but 
they should be reviewed carefully to avoid 
inconsistencies that impact board and 
committee composition and activities. 
When the holding company is the sole 
shareholder of the bank subsidiary, making 
changes is relatively easy but may entail 
regulatory involvement at the bank level 
and taking care to assure compliance with 
relevant banking law requirements that 
differ from the general state corporate law 
requirements generally applicable to the 
holding company.

Making Changes

Depending on the structure, certain 
changes in governance structure and 
documents require shareholder approval. 
Others may be accomplished through 
amendments to governance documents 
that may be undertaken by the board 
without the necessity of seeking and 
obtaining separate shareholder approvals. 
In addition, certain changes involve the 
necessity of seeking and securing prior 
regulatory and/or debtholder approvals. 
Changes may also impact existing 
employment, vendor, creditor, and other 
contract relationships, and care must be 
taken to avoid inadvertently triggering 
certain provisions in related contracts 
which may have an unintended result.

Dilution may be a challenge for some 
institutions and not for others. Regardless, 
the situation may demand the need to be 
prepared for issuance of additional capital 
in order to remain viable, and institutions 
need to be prepared for that contingency.

Continued on page 16...
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                 In Two Days at Our 
          Your Team Will Get the 
Fire-in-the-Belly Commitment   

We recently closed a $5.4 million loan with 
a great company one hour away from our 

nearest branch,  at 150 basis points  more than any 
of the hundred or so competitiors between us and 
them would have offered it at.  At no time in all of the 
discussions did the issue of price come up.   When 
the principals closed the loan in my office, they  
remarked that our way of doing business was 

nothing like they had ever experienced before.  It showed 
skeptics of the Profit-Rich Sales™ process that you can get 
premium pricing even in a cutthroat competitive 
environment.

—R. Bastian | President 
Blackhawk Bank

Since working with you, we’ve grown 
from $238 million to $368 million…a 54% 

increase, net income grew from $2.1 million to $4.1 
million…a 95% increase, and earning assets grew 
from $213 million to $332 million—a 55% increase. 
Net interest margin increased from 3.90 to 4.32, 
and we’re operating with 1.25% or  less past dues.    

        We did this without growing staff.
 —G. Majors | CEO   
  Hardin County Bank

95% Increase in Net Income

After 26 Years, Found a System That Works

After 26 years in banking and working at 4 other banks that 
‘claimed’ to have given me effective sales & marketing 
training, I have finally found a system that will work and that 
I can use effectively.

—T. Free | Senior Vice President 
Gateway State Bank

Doubled in Size and Profits!
Our bank was a lazy underperformer until we discovered the Thank 
God It’s Monday!® process. Since our kick off, we’ve doubled 
in size and profits in just a few short years! The most important 
transformation though is that our people now expect to have a ball 
and to create success for themselves and the bank. 

—A. McDonnell Jr. | President and CEO  
Citizens National Bank

11% Per Year Growth

In the last six years of working with you, we’ve grown from $264 
to $555 million—an annual compounded growth rate of 11%, 
revenue grew from $12.2 million to $25 million, and our employee 
engagement index is strong. Our Net Promoter Score is 9.04. The 
annual strategic plans have really helped us stay focused. The key 
initiatives and key indicators we developed to measure our progress 
are extremely valuable to our senior management team.

—P. Tieskoetter | President and CEO 
Eastwood Bank

Net Interest Margin Up 52 Basis Points!

We grew 21 percent while decreasing FTEs by 11 percent and 
raising net interest margin 52 basis points since working with 
you. 100 percent of our new loan customers are referrals 
from current customers or centers of influence.  Our top 100  
customers are sending business our way, and we’re not really 
having to work hard to get new business. And our lenders don’t 
even try or ask to meet the pricing of the competition. They know 
they’re worth more. A few years ago, they wouldn’t have believed 
they were worth the extra money. 

—K. Miller | President and CEO 
The Farmers Bank

Increased ROA to 2.23 and Net Interest Margin Over 6

We increased our ROA to 2.23 and net  
interest margin over 6. The culture change 

has transformed our bank. Our Chief Financial  
Officer, who heads our Hoopla Team®, now thinks 
the sky is the limit.   Everybody who goes to the 
Profit-Growth Banking™ event comes back  
saying, ‘This changed the way I think in my  

                personal life, too.’ 

—K. Beckemeyer | President and CEO 
Legence Bank

Earnings Grew $1.9 Million

The first year using this system allowed us to grow our 
commercial portfolio by 30%!  And, it gets better.  Using this 
system, we  increased earnings from $4.1 million last year to $6 
million this year—even with a half-million dollars of expense 
for opening new offices.

—J. Marcuccilli | Chief Executive Officer 
STAR Financial

Community Banking Chairman Recommends
Are you working with The Emmerich Group yet? If you’re not, 
you should be. 

—K. Burgess | Chairman 
FirstCapital Bank of Texas 

Chairman of the ABA Community Bankers Council

Want to Get Results Like These? Call (952) 820-0360 Today.

Premium Pricing Even in a Cutthroat Environment
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Profit-Growth BankingTM Summit
Systems, the Strategies and the  
to Take Your Bank to the Top 5%

OUR GUARANTEE:  
10x ROI in 6 Months†

Send One Key Executive for the  
Low Price of Just $1,295*!

Better Yet, Bring 4 of Your Best Movers  
and Shakers for Just $995 Each 

+ Receive Over $5,000 in Special Bonuses* FREE! 

1. Breakthrough Banking Culture Survey including  a private  
executive review with Roxanne Emmerich to determine top  
areas to focus on for maximum results ($5,000 value)

2. Profit-Growth Banking™ Playbook ($325 value)

3. Emotional Intelligence Hiring Process  Teleseminar ($140 value)

4. Mystery Shopping Assessment ($1,500 value)

5. Jumpstart Mastermind Teleseminar  ($175 value)

All for Just $3,980!  
(A $13,120 value. You save $9,140!)  

* Because of the incredible value, special  bonuses are limited  
to the first 14 registered  banks only. Must register by May 24, 2013  

to get this Early Bird pricing. † See website for details.

When You Attend  
Profit-Growth BankingTM  

you and your team will:

 y Discover a proven iron-clad system to 
command premium pricing of 50 to 150 basis 
points more.

 y Create a system to pull your next (and most 
profitable) top 100 customers away from the 
competition—with no need to match rates.

 y Use a 3-step system to create over 20 Unique 
Selling Propositions that not only ensure you 
get premium pricing every time—they help 
you win out over all your competitors.

 y Normalize in your retail team the ability to 
get 7 to 10 cross-sales on every new account 
starting immediately.

 y Establish a template that ensures you’re ready 
for a potential acquisition—with a “franchise 
system” that records the best processes for 
every key function of business development. 

 y And most important, get your team to start 
playing nice in the sandbox together so 
you can repurpose that 37 percent of every 
manager’s day currently spent dealing with 
low performers and disruptive behaviors. 

Achieve an ROA over 2 and net interest margin over 5...  
while establishing a proven system for pulling in your next  
100 best customers away from competitors at premium pricing.

Register Today at www.EmmerichFinancial.com/bc  Want to Get Results Like These? Call (952) 820-0360 Today.

http://www.emmerichfinancial.com/bc
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Continued from page 13...

Proposed changes should be reviewed with 
appropriate professionals including financial and 
M&A advisors, investment bankers, accounting and 
tax professionals, and legal counsel. Again there is 
no “one size fits all.” What is appropriate varies by 
institution and the current and anticipated issues 
and activities impacting the institution. Having a 
documented record of consideration of proposed 
changes by objective outside professionals can assist 
in addressing shareholder and regulatory issues that 
may arise.

In addition, regulatory authorities should be kept in 
the loop all along in order to avoid any surprises and 
to avoid creating any inappropriate and unnecessary 
concern or suspicion as to the intentions of the 
institution in undertaking proposed changes.

Conclusions

The time may be right to conduct an overall review 
and assessment of the governance structure of your 
institution to better position the institution to address 
current industry and market issues and to better position 
the institution to be able to respond and adapt to an 
ever-changing banking environment and unforeseen 
events. Maximizing flexibility and self-direction for 
the organization should be one of the primary goals, 
consistently with the interests of the institution, the 
constituencies of the institution, and safe and sound 
banking and corporate practices. 

Doing so now certainly beats scrambling to do so in 
the heat of shareholder disputes, unwanted takeover 
solicitations, litigation, or regulatory concerns, and will 
enable the institution to better control its own destiny.

These materials may not be reproduced, in whole or in 

part, without the prior written consent of the author and 

acknowledgement of its source and copyright. The materials 

are intended to inform about legal matters of current interest 

and are not intended as legal advice. You should not act 

on the information contained herein without the advice of 

professional legal counsel.

 

You can contact Jeffrey Smith at: 
Vorys, Sater, Seymour and Pease LLP.   
jesmith@vorys.com

Join Roxanne Emmerich as she focuses on solving  the 
most pressing performance issues of 2013.

Visit the Bank Builders website to listen in to all eight   
sessions. You will discover:
• How to Double and Triple Cross-Sales in Three to Six Months

• How to Regularly Command Premium Pricing of 50 to 200  Basis Points 

• The Magic Bullet for Creating a Culture of Accountability 

• Why Most Strategic Planning is Futile…And What to Do Instead 

• How to Systematically Target and Reel In A+ Quality Prospects 

• Why Most Mergers and Acquisitions are a Train Wreck…and  
How To Make Sure Yours Isn’t 

• The Step-By-Step System to Create a “Thank God It’s Monday”  
High-Performance Culture That Gets Massive Results Regardless  
of Circumstances 

• AND, a Bank Marketing Makeover that Cuts 80 Percent Off  
the Budget and Delivers a 10-Fold Result

Finally…The Secrets Revealed: 
A Free Executive-Only Breakthrough  
Program to Remove the Roadblocks  
to Top 5 Percent Performance

Stop everything. Gather your executive team.  
Stop the busy work and start these few things that have 

 been PROVEN to take banks to the top 5 percent.

Go to www.EmmerichFinancial.com/Bank-Builders  
and register. You can’t afford to wait...your  
competition might get there before you!

Bank Builders  
strategy series

TM

Only For  

Bank Executives

Are your competitors clobbering 
you with desperate pricing?  

Do you know you need to grow 
commercial loans…but all you 
hear from your lenders is why it 
can’t be done?

Do accountability issues  
linger...robbing your bottom line?

http://www.emmerichfinancial.com/Bank-Builders
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Let’s face it. You’re spending too much on marketing…

and getting far too little. 

You’re not alone. Marketing’s celebrity expert Seth Godin 

has documented those results for well over a decade. 

That’s how long it’s been since traditional advertising 

created ROI. Much longer, actually.  

Now that leads to a question…

If you had a negative ROI on an investment that hadn’t 

paid for itself in well over a decade, would you keep 

throwing money away? Based on results, most bank 

executives apparently say…yes.

But WHY? 

Why do perfectly rational “good with numbers” executives spend 
money on “investments” known to produce a negative ROI? Because 
most people think that marketing is a black art—something they 
couldn’t possibly understand. They assume their people are doing 

what they’re learning at marketing conferences 
and in marketing courses, so it must be good. 

Right?

The problem is that the people teaching those 
courses are almost always making their money 
by selling you their “marketing stuff.” 

Well, at least it’s a good ROI for somebody.

Enough already! You can do better.

So, where do you start? Here are 7 steps that 
will transform your ROI…IF you do them.

1. Start by slashing and burning any 
“investment” in billboards, newspapers, 
television ads, and other traditional 
advertising. If you’ve seen it on Mad Men, 
it’s a good bet it belongs in the Sixties. These 
techniques have two things in common: 
they are expensive, and they get your 
message to the wrong people—customers 
who are high risk and low return. Then, 
slash the “branding” investments and most 
of the “customer research” budgets. Most of 
those processes are based on faulty premises. 
What really needs to be done in research 
and branding costs next to nothing. 

Now take a deep breath and smile. If you 
do nothing else, you are already ahead. 
Sure, I know that most bank marketers are 
going to be really mad at me right now…
but they shouldn’t be. I have the formula to 
make them the heroes of the highest ROI 
in the bank IF they are willing to change, 
and the lynch mob of fellow employees 
outside their door will not accuse them 

Why do perfectly rational 

“good with numbers”  

executives spend money 

on “investments” known 

to produce a negative ROI? 

Breakthrough Secrets  
to Improve Your 

 Marketing ROI7
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Roxanne Emmerich is 
Featured in This Month’s 
Enlightened Leadership 

Magazine

Enlightened Leadership is the 
magazine for leaders of high- 
performance teams who know that 
culture and positive motivation—
combined with savvy growth strat-
egies—is the driving force behind 
successful companies.

In  fact,  culture  is  the leading  indi-
cator of future growth and profits.

So when Enlightened Leadership  
recently interviewed Roxanne for the 
magazine’s cover story, she arranged 
to “gift” bank leaders like you with a 
free 6-month subscription!

LIMITED TIME ONLY: 

If  You Own an iPad,  
Roxanne Emmerich  

Has Arranged a Valuable  
Gift for You

Enjoy 6 months of advice, insight 
and information. Your subscription 
automatically stops after 6 months, 
and you can choose to renew at a  
favorable rate—but only if you 
take action. They will not upgrade 
you to a paid subscription without 
your permission.

Get the Subscription Now!

www.EmmerichFinancial.com/ipad

To Claim Your FREE  
6-Month Subscription,  

Act By May 20th!

of being lazy for not doing the traditional 
marketing “busy work.”

2. Reinvest in the highest research-based 
ROI activities. What’s the highest ROI? 
Start with culture. The highest ROI from 
marketing is in dollars invested in your 
culture first, followed by your highest-profit 
customers, then in your Top 100 and Top 
1000 prospects. Notice that “marketing to 
the masses”—those 87 percent who lose 
money for you—is no longer on the list. 

Until someone can prove that spending 
money to lose money is a good strategy for 
banks that want to pull ahead, I’m going to 
stick with my story on this one.

3. Target psychographically-defined target 
niches. Instead of spending hundreds of 
thousands on the many, spend less to find a 
smaller school of hungry fish, proven already to 
be highly profitable niches, with great parallel 
and vertical market penetration possibilities. 

4. Create a feeding frenzy. That’s right. 
Once you have found your schools of hungry 
fish, you get everyone and everything in 
those markets raving about you. How do you 
do that?

5. Raise the service bar tenfold, even if 
you’re already a service superstar. That’s 
right—we’re back to culture again. The best 
of the best only want to work with the best 
of the best.

But wait, there’s more…

6. Create killer Unique Selling Propositions  
for each niche. Why not spend a little 
bit of I.Q. power and find some ways to 

locate hundreds of thousands of return 
possibilities for your niches…and no, 
that doesn’t mean you lose your premium 
pricing. In fact, you get great premium 
pricing and low risk because you targeted 
the right people AND you put on your 
thinking cap about how to create some 
strategies that save them or make them 
hundreds of thousands…and for that, you 
get your premium pricing. Tada! 

Well, that just leaves one step…

7. Refine, refine, refine. Better USPs. 
Better target niches. Better integration 
to the sales process. Better strategies to 
fully penetrate that school of hungry fish. 
You create a feeding frenzy whereby Top 
100 clients refer Top 100 prospects, and 
nobody EVER asks you to match pricing. 

No matter how shiny it gets, keep 
polishing this stone to get better and 
better at what you do.

If you’d like to hear Roxanne Emmerich 
advise bankers like you on how to integrate 
these strategies for optimum ROI in their 
specific market (instead of overspending on 
marketing that doesn’t work), go to www.
EmmerichFinancial.com/Bank-Builders 
to register for the free weekly Bank 
Builders™ Strategy Series. Countless banks 
gather their executive teams around the 
conference table and listen to this series 
as a high-level educational program. Don’t 
miss out.

Plus, you can now get your team 
mastering these proven marketing and 
sales strategies at our Profit-Growth 
Banking™ Summit—coming up fast. Go to  
www.EmmerichFinancial.com/pgb or call 
952-820-0360 today for details.

Karen Miller, CEO of The Farmers Bank says… 

“Our lenders don’t even try or ask to 
meet the pricing of the competition. 
They know they’re worth more.” 

That’s right, don’t tell people it can’t be  

done when others are busy doing it…

FREE!

http://www.emmerichfinancial.com/fast-track-events/profit-growth-banking-summit/
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Questions You Must Ask About Your  
Strategic Planning Process… 

And the One That  
Will Separate You  
from Banks Destined  
to Struggle Next Year

Did you know that Mondaq’s research indicates that 
most companies realize only about 63 percent of 
their business strategy’s financial value?
Did you know that only 15 percent of strategic plans 
have an execution process that allows for a regular 
practice of comparing business results with their 
plan? And of those 15 percent, only a few matched 
the performance of the business results projected?

Imagine a strategic planning process that allows for the right 
strategies proven to lower risk, improve profit, and build a 
sustainable system that creates predictable organic growth and 
actually was implemented and exceeded.

You don’t have to imagine anymore. 

That system exists, and 
it works. It’s used by the 
highest performing banks in 
the country—the ones with 
ROAs over 2 and net interest 
margins over 5.

Of course, while other bank executives are busy talking about 
margin compression as a reality in the “threat” section of their 
SWOT analysis, you need to create strategies to make sure it 
never becomes your reality. 

Here’s the problem…

Almost every bank is dead wrong with their strategic planning 
approach. While they continue with the barely-breathing 
strategic planning model of “mission, values, SWOT, and 
goals,”—the model in the 1970s—savvy banks are utilizing 
a highly effective accountable think-tank strategic planning 
process. It’s like the difference between going to war with a 
flimsy stick or a stealth bomber. 

Here are 9 questions you must ask before you 
develop your next strategic plan:

1. Is everything in your plan focused on the proven 

most profitable next customers?

Why would you ever want more customers who don’t make 
money for you? You wouldn’t. So why are most strategic 
plans all about MORE customers…not the right ones? 
Without properly identifying those right customers, and 
getting laser-like in your focus to build a plan around them, 
your entire plan is on a crumbling foundation.

2. Is your plan based on “proven” strategies  

 that work today?

Well over 90 percent of banks that have strategic plans have 
a bunch of “best guesses” at the core of their plan. You can 
run your bank gracefully or painfully—and the difference is 
in spending the time up front to get the right strategies.

3. Do you have strategies in your strategic plan? 

(Don’t laugh—most banks don’t)

Okay, this is when a kick in the butt comes in handy. 
Brace yourself, because there’s a reality that you are not 
going to believe.

Most banks don’t have even one strategy in their strategic 
plan. In fact, most people who do strategic planning for a 
living don’t even understand strategies. If they did, there 
would be strategies in banks’ strategic plans. The plans are 
nothing more than a list of goals. You may as well call them 

As Mark Twain said,  

“Let us be thankful for the 

fools.  But for them the rest 

of us could not succeed.”

9



20 | Extraordinary Banker | www.ExtraordinaryBanker.com

pipe dreams, because without effective strategies, they are worthless.

4. Do your values sound like they belong to 90 percent  

of other companies?

The news gets worse. Most “values” in strategic plans are not unique 
to that organization, so they are worthless in terms of decision 
making, attracting the right people, and knowing who to “invite 
off the bus.” 

Take a look at your own plan. Do you say things like “integrity,” 
“accountability,” and “excellence?” 

Yep, that’s what I’m saying. Those words mean nothing if there is 
not uniqueness to your values and a platform to make them real 
and lived every day. 

If values are your “true north” but you don’t define them well, let’s 
just say your chance of going beyond mediocre performance is slim 
to none.

5. Do you make sure that intended results and key  
initiatives are both included in the plan? 

6. Are your “critical numbers” the driving numbers that  
will assure you that growth, profitability, and safety  
are always advancing?

7. Do you have alignment so that all of the 15 key  
components of the plan tie together—and all tie  
to the few but highly specific target niche markets  
of the most desirable next accounts?

8. Do you deploy strategy circles to make sure you’ve  
anticipated every stall and have plans in place to  
overcome stalls that could otherwise derail the  

implementation of a given strategy?

Most important of all is the question that separates the winners 
from the rest:

9. Do you have an iron-clad process of implementation?

That’s right—you need a process that has executives reporting into 
your plan weekly, all employees knowing their key results and key 
responsibilities, complete transparency of reporting, a method to 
deal with any area at risk, in the first week it is at risk, and on and 
on and on.

The implementation process is where the rubber meets the road to 
make sure your plan isn’t just lip service.

Answer these questions to make sure your strategic planning process 
has the right strategies and that they get implemented—that they 
actually HAPPEN—to create breakthrough performance. 

 
Could your strategic plan use some proven strategies—along with a system 

for focusing employees on delivering results that help meet your plan’s growth 

objectives? Contact us today to see if your team qualifies for our strategic-

planning assessment and private executive planning call with Roxanne Emmerich 

personally. Availability is limited. Call (952) 820-0360 and ask for Chris.

Did you know that over 95 percent of strategic  
plans have no strategies in them? Weird, huh?

Did you know that Fortune magazine’s research 
showed that 86 percent of managers spend less  
than one hour per month discussing strategy?

And did you know Fortune also revealed that  
95 percent of a typical workforce doesn’t  
understand their organization’s strategy?

Call Chris at (952) 820-0360 to  
find out if you qualify. 

If you’re still using antiquated  
strategic planning processes  

like mission statements,  
SWOT analysis and the like,  
you can’t possibly compete  
with the tough competitors  

who are using this high-performance  
strategic planning approach. 

Historically, the leadership team would spend 
months—plus two days together in person—
struggling over a 50+ page annual strategic plan. 
Once we finalized it, the Board would approve it 
and everyone would put the doggone thing in a 
folder until the next strategic planning time the 
following summer. Today, it’s a one-pager. And 
we’re now a working, functioning leadership 
team that is very engaged in the strategic 
direction we are following. We know what to 
focus on.

—B. Koopman | SVP 
 MetaBank

Finally, the only strategic planning process  
uniquely designed for high-performing banks to  

build accountability around true high-performance  
strategies based on what works today. 
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The numbers on mergers and acquisitions are not pretty. One recent KPMG 
study found that 83 percent of M&A activity hadn’t boosted shareholder 
returns, while another study by A.T. Kearney concluded that total returns on 
M&A were negative.

Study after study shows that 70 to 90 percent of all acquisitions fail to meet 
their financial objectives. Ouch!

And let’s be frank—bank acquisitions are rarely applauded as a financial home 
run. And many end up being the reason for the failure of the acquiring bank. 

With all this data, it’s interesting to note that this year’s strategic plans are 
filled with plans to acquire. 

For many, it will be their demise. 

Don’t get me wrong. It CAN be a great thing. But you had better know what 
you’re doing far beyond getting good legal and financial direction. 

Did you know that almost all mergers and acquisitions are so disruptive to 
the culture of both firms that it can take years after the culture derailment to 
get sufficiently back on track to attend to the business at hand?

You certainly know the stories of acquisitions and mergers gone bad—you 
hear them everywhere. 

But you need to know more than the 
stories. You need to learn the lessons 
so that you don’t have to relearn them 
through your own school of hard knocks. 
Tuition in that school is very high—it 
can take millions from your bottom line 
or even result in the financial demise of 
your organization.

Here are 7 Pitfalls to Avoid to 
Improve the Chances of Your 

Acquisition or Merger Working:

Of the two reasons you might 
choose to acquire,  you chose 
the wrong one

There are really only two reasons that mergers 
or acquisitions happen. The first is that you aren’t 
getting the growth and profits to keep up with the 
competition and stay in the top quartile of peers or 
deploy capital through organic growth. 

If that’s your reason for merging or acquiring, I can 
almost guarantee your acquisition or merger will be 
a financial failure. 

Why? Because the very models, systems, mindsets 
and skillsets that caused that lack of performance will 
make for an infinitely worse result when you add the 
complexity and the cultural challenges of a merger 
or acquisition. If you couldn’t get quality credits at 
premium pricing before, do you really think that will 
change when your entire team gets distracted and has 
yet another excuse not to figure it out?

If you could really improve your efficiency ratio, 
wouldn’t you have done that already?

Do You Show These 
Predictive Signs 
Your Acquisition 

Will Be a

Let’s get this clear:  

Unless you have your own  

house in order, the chance of 

you fixing your problems with 

an acquisition is right in there 

between slim and none.

1

Call Chris at (952) 820-0360 to  
find out if you qualify. 

Bust?
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If you were going to create a steady 
stream of enthusiastic evangelistic quality 
clients before and it didn’t happen, what 
will happen when you add the “us-and-
them” anger, excuses, and disruption-
of-a-merger feeling that people get the 
moment they walk in?

Let’s get this clear: Unless you have your 
own house in order, the chance of you fixing 
your problems with an acquisition is right 
in there between slim and none.

If you have not yet seen your organization 
as a simple “franchise model” and haven’t 
implemented the highly accountable 
success systems that ensure revenue growth 
and predictable profitability growth and 
think your problems will be solved by 
doing an acquisition, you are about to be 
sorely disappointed.

The only right reason for 
a merger or acquisition is 
to strategically transform 
your growth prospects—
new offerings, new 
key markets, etc.—to 
reinvent your business 
model. The point 
of an acquisition is 
to fundamentally redirect your business 
strategy. But if you’re doing this, you better 
understand what you’re getting and have 
realistic strategies that make sense.

The key is to have intentional congruence 
and a plan to create a synergy whereby two 
plus two equals five. Without that plan and 
ability to execute, your odds of this working 
are in that 10-30 percent range…not 
acceptable for those who are serious about 
their fiduciary responsibility to stakeholders. 

Misdiagnosis or 
underestimate of 
financial risk

Most acquisitions that are 10 percent 
or less the size of the acquiring usually 
do little to risk the core operations or 
financial stability of the acquiring financial 
institution. That said, even if it is a small 
acquisition, the possibility of a cultural 
clash that goes on for years and sucks the 
energy from your team as you deal with 
the “problem child” can take you off course 

from an otherwise sound strategy.

However, if the acquisition is over 20 percent 
of the size of the acquiring organization, 
batten down your hatches. The risks are 
profound. And if you think that your primary 
job is to get the operations in place and 
convert systems and move on, you’re in for a 
very costly and unpleasant “learning lesson,” 
one that many executives don’t survive. 

No big wins in the  
first 90 days

You have a window…and in that 
window, you have to win over the customers. 
You have to win over the executives. And the 
managers. And the front line. That window 
is open for 90 days—then it slams shut.

The Unique Selling Propositions and the 
service that customers witness must make 
them fall in love with you in that first 90-

day window.

This is where almost 
every bank acquisition 
fails. Executives focus 
only on operations, 
people from both 
organizations start 
pointing fingers and 
blaming, and the 

customers, quite frankly, can’t see what’s in 
it for them. 

Customers make up their minds quickly 
that this can’t possibly be a good thing for 
them…and they head for the hills and into 
the arms of your competitors. 

Once they’ve gone to the competitor, you’ve 
risked your capital to buy the best customers 
of that acquisition—the very customers 
who have now been picked off. Oops. 

As Dr. Phil would ask, “How’s that workin’ 
for ya?”

You need a plethora of big wins in those first 
90 days. You need to get the new employees 
to believe in every cell of their being that 
they are going to love working with you. 
They need to believe that they will have 
to up their game. The customers need to 
believe and see evidence of remarkable 
customer service and believe that this 
acquisition is going to make a remarkable 
improvement. They need to see Unique 
Selling Propositions that scream “we are 

with a leader” and “we’re thrilled to 
brag that we have the best bank.”

That’s just the start…and yes, that all 
has to happen in 90 days.

No clear “easy 
button” franchise 
systems

Yes, it is important to look at 
systems of both organizations quickly 
and define which of the two you will go 
with. But if you don’t already have great 
“franchise” systems for what branch 
managers do daily, what accountability 
reporting they do weekly so you know 
they’re tracking on critical drivers 
and core responsibilities, how you do 
quarterly reviews, what the celebration 
system is daily, weekly, monthly and 
quarterly, and a significant amount of 
other key areas that ensure you will 
win…well, you’re JUST NOT READY 
to acquire.

You must have your house in order 
first, or you’ll be telling others to 
conform to your unproven, inefficient 
systems. How do you think THAT’S 
going to go?

Instead, in that 90-day window, the 
acquired employees are expecting 
you to come to them with a solid 
franchise model including new 
employee orientation, how you 
target the niches in each market, the 
step-by-step sales system, how you 

report on that sales system, how you 
integrate the marketing and the sales 
process, what the service standards 
are, how are they measured, what the 
critical drivers are for each position 
in the bank, how people report on 
those, how managers manage those, 
how leaders celebrate those…and the 
list goes on and on and on. 

Bottom line is that you have to have 

You have a window…and in that  

window, you have to win over the  

customers. You have to win over  

the executives. And the managers.  

And the front line.

Customers make up their minds 

quickly that this can’t possibly 

be a good thing for them…and 

they head for the hills and into 

the arms of your competitors.

2
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your house in order because if you think 
you’ll figure it out after you acquire, the 
question is, “How many millions of profit 
are you willing to flush while you’re getting 
your house in order?” And will you still be 
standing long enough to pull that off?

Involving operations 
only after the decision  
is made

Often the executive team does the 
assessment and buying, then turns it over 
to the operations team to integrate. This 
drastically increases the complexity of the 
integration and substantially increases the 
risk of failure.

That’s a big mistake. Instead, the 
operations team needs to be involved from 
the beginning.

Not managing 
necessary but 
unpopular actions

Let’s be honest here…if the operation 
you are acquiring was well run, they 
wouldn’t be acquired. That’s not always the 
case…but usually.

So something has to give. This is where it 
gets tricky. You have bankers who are loved 
by customers but have made too many bad 
loans and made them by matching rates. 
You have executives who are ill-prepared 
and unaware of the new game of banking, 
executives who are living in yesteryear, and 
as a result are not able to get results. You 
have managers who are managers by title 
only and are not able to affect change in 
their people. 

Unpopular actions must be taken swiftly but 
with the right data and wisdom so you know 
that you’re making solid decisions.

And now for the biggy, the number one 
reason mergers and acquisitions fail: culture.

Profit-crushing  
culture clash

This is the elephant. Culture 
is cited repeatedly across all industries 
as the number one reason mergers and 
acquisitions fail.

A long-ago political campaign said, “It’s 
the economy, stupid,” When it comes to 
an acquisition or a merger, “It’s the people.” 

Imagine you have a “bring-it-on-and-make-
it-happen-no-matter-what” bank culture 
where people are passionate about what they 
do and are used to 
winning and having 
fun doing it. There 
is little space for 
excuses—they have a 
“hit our numbers or 
die trying” mentality 
and a “keep it all 
fun and playful” 
attitude. Quarterly celebrations are like 
rock concerts—playful, fun, supportive 
and focused on the key things that move 
a company ahead with those teams and 
individuals who are bringing it home being 
celebrated with fanfare. 

Now imagine you purchase a group with a  
“sit-behind-our-desks-until-we-need-
Preparation-H, whine-and-complain-about-
the-economy-and-being-too-busy” group.

How’s that going to work?  Without a “come 
to Jesus, we see the light” intervention, the 
likelihood of being able to save many of 
those people is slim. 

And what a costly loss that is. 

Nothing trumps culture. Culture trumps 
sales training.  Culture trumps great 
management. Culture trumps strategy. 
Culture trumps a great market. Culture 
is king. 

And if you don’t have a plan to get everyone 
singing “We Are the World” while holding 
hands…and KNOW you can pull it off…
well, it may be best to send your lawyers 
home no matter how far along this 
acquisition path you are.

Culture means you don’t have middle 
management breakdown. They know how to 
lead, bring people along, keep people focused 
on the executable parts they impact from the 
strategic plan, and know how to coach those 
who aren’t making it to either make it or to 
free up their future to a possibility that better 
fits their skills and talents.

Culture means you have a tight system 
of execution and you have made winning 
fun—although people don’t generally like 
to be measured, they love to be measured 
your way because you know how to make 
it fun while keeping the customers’ best 
interests in mind.

Culture means you aren’t losing 37 
percent of a manager’s day dealing 
with dysfunctional behaviors and low 
performance (the current average). 

Instead, the managers 
are out there hoofing 
it with customers, 
prospects and leading 
high performers to an 
even higher level of 
performance through 
truly managing them. 

In a weak culture, there are “agreements.” 
They agree to whine instead of 
presenting solutions. They agree to 
gossip as opposed to confronting and 
improving. They spew out excuses as a 
replacement for results.

The agreement is that these behaviors 
are acceptable. That’s culture—just 
the wrong kind. 

The culture work needs to be infiltrated 
with your existing organization as well 
as the organization you are bringing into 
the fold. They both need to operate off of  
healthier agreements. 

Here’s the good news. Culture 
transformation doesn’t take the two years 
we’ve all heard for decades. It can happen 
in a day. Keeping it advancing and not at 
risk…well, that takes more time.

Don’t even think of doing an 
acquisition without a plan to 
transform and transport the culture 
to a level where everyone says in 
unison, “Thank God Its Monday!— 
I LOVE my bank!”

If you get culture right—and that’s a 
big IF—an acquisition can be a brilliant 
move. Keep your focus on people, stay 
ironclad, and you can be among the 
winners in this challenging game.

Do you have 5 minutes to find out if your 

team is ready to achieve breakthrough 

growth at your bank?  Your team may not be 

ready to grow your bank or acquire another 

institution. But you can find out now—

simply by completing our brief questionnaire 

at www.EmmerichFinancial.com/hpp. We’ll 

assess your team’s readiness for growth and 

determine where you can make immediate 

changes.  It’s FREE to qualifying banks.

Now imagine you purchase  

a group with a “sit-behind-our-

desks-until-we-need-Preparation-H, 

whine-and-complain-about-the-econ-

omy-and-being-too-busy” group.
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http://www.emmerichfinancial.com/hpp
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Identify your Top 100 most profitable 
and desirable businesses.

Let’s be clear—you want the marquee customers—the ones  
everybody wants. And you want them at premium pricing— 
substantial premiums.

Where do you start? With psychographics. Define the 
target niche markets and the very best businesses within 
those markets. 

Now, let’s get clear here—this is easy. I recently talked with 
an executive team who told me they had spent a year having 
meetings on psychographics with an outside firm and they 
still had not finished their list and, as a result, they still 
weren’t prospecting. Incredible! 

This process shouldn’t take more than four hours if done with 
laser focus and the right distinctions! With a good process, 
you could have closed 30 percent of the Top 100 already and 
had referrals from them. A year of meetings? Isn’t it amazing 
how humans can make simple things hard?

Remember, almost every lender is dead wrong about loan 
demand in your market—they just don’t know how to 
create it and with whom.

Create Unique Selling Propositions 
(USPs) for each of the niche  
target markets.

If you don’t have killer USPs that speak to major ROI where 
you can get the prospect to tell you that what you have is 
worth potentially hundreds of thousands or millions in cost 
savings or additional revenue, you can expect to have your 
people come back with their tails between their legs sharing 
war stories of defeat while whining, “They said we can have 
the deal if we match the rate.”

You don’t need a sales team to match rate. The purpose of a 
salesperson is to make sure that you don’t ever get into the 

Here are 5
“Fill the Pipeline and  

  
Proven Strategies You Can Implement Immediately

Remember, almost every 

lender is dead wrong 

about loan demand in 

your market—they just 

don’t know how to create 

it and with whom.

rate matching game. It is about controlling the sales process.

Your marketing can pull in leads and match rates.

If you are sending your people out without USPs that rock 
your prospect’s world, you may as well pack up your toys and 
go home.

I’ve seen bank after bank that has increased their net interest 
margin by 50 to 100 basis points in a year once they figure 
out how to create USPs around their target markets and apply 
a proven sales process that has the prospect tell you why your 
USP is worth hundreds of thousands or more to them.

It’s the ABC formula for beating your competitors to all of the 
best customers in your market. 

Put an End to the Waiting Game:  
Choose your attraction strategies.

Top 100 prospects need elevated levels of attraction strategies 
that build reputational excellence. And based on the 
“segment” of your Top 100 list, those strategies must make 
sense for that market.

Remember that one definition of marketing is to find a school 
of hungry fish and create a feeding frenzy. You need to create 
a buzz that you are a bank that’s up to a different game. Far 
from just schlugging money, you are the partner in their 

1

2

3

Continued from page 5...

Close Big Deals in 90 Days”
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You’ll receive up-to-date strategies on:
 
• What is working NOW to capture more 

high-profit clients

• Sales management ideas to win deals 
against tough competitors 

• Ideas to engage employees and inspire 
them to double and triple the ROI from 
your payroll dollars…plus so much more 

• Be the first to receive special 
GrowYourBank® offers on learning tools 
and/or events 

• Hear special announcements and industry 
advisories 

• Get alerts on upcoming special-event 
banking teleseminars

Hundreds of banks print the GrowYourBank 
newsletter and take it to their management 

team meetings to discuss how they can 
implement the ideas immediately. 

www.EmmerichFinancial.com/eb/ezine

Sign up ALL your executives and 
managers TODAY.  It’s FREE, it’s 
EASY, and it’s SAFE (we’ll never 

share your email address).

…Read the GrowYourBank®  
newsletter, of course!

What Does Every Smart Bank  
Executive Do Every Week?business, someone they can point to and say, “thank you” 

when they make it big because you were instrumental in 
making it happen.

Although there are hundreds of potential attraction strategies, 
the ones you choose for each niche must be varied, properly 
timed, and tested to make sure the sequencing, headlines, 
value and process are optimized.

For example, do you lead with a special report on the 10 
biggest mistakes business owners make when financing their 
business, or is that 3rd or 4th in your sequence?

Marry marketing with sales.

First of all, stop all marketing activities that are 
designed to go out to the masses. Why continue negative 
ROI activities? Once you are only doing “reputational 
excellence,” building activities for the targeted few, you are 
ready to build an ongoing process to integrate marketing 
and sales where every sales lead “hand raise” is dogged and 
managed systematically—not just passed over to a lender 
with a “good luck” attitude.

Follow a proven sales process  
designed to get 100 to 150 basis  
points more every time.

While 98 percent of lenders in this country are busy saying 
it can’t be done and matching rates, there is a new breed who 
understand that the right sales process has been proven over 
and over again to get 150 basis points more.

The days of  “consultative selling” are over. Almost all sales 
training does not even begin to make a dent on what needs 
to happen to get 150 basis points more.  

Bottom line: Predictable revenue improvement is a 
system—a well thought out and systematically managed 
process of repeatable behaviors to target the right prospects, 
build reputational equity, and NEVER negotiate pricing. If 
you ever negotiate pricing, you can count on one thing—
you have the wrong system or someone isn’t following it.

 

GET THE SALES FORMULA: Want a sneak peek at the proven sales 
process that can add 50 to 150 basis points to every deal and eliminate 
rate-matching for good? Visit www.EmmerichFinancial.com/PRS for 
a free chapter from Roxanne Emmerich’s book, Profit-Rich Sales.

4

5

http://www.emmerichfinancial.com/eb/ezine
http://www.emmerichfinancial.com/PRS
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Finally…the proven,  
iron-clad, step-by-step  
“secret handshake”  

about how to transform  
a bank’s culture

Download a FREE chapter from 

Thank God It’s Monday! at

In less than two years using the 
Thank God It’s Monday! approach, 

we not only met EVERY goal in ALL 
our branches, but we exceeded many 
of our goals by 100 percent!  I can’t 
imagine any CEO who wouldn’t want 
this for  their organization.        

–Chad Hoffman 
CEO and President 

Richwood Banking Company

Most workplaces are filled with the “busy without results” people. Those folks feel that 
a well-crafted excuse is a fine replacement for results any day. Worse yet, it doesn’t even 
occur to them that organizations that allow “excuse crafters” to ply their trade end up 
freezing everybody’s salary, cutting bonus pay, AND eventually…ceasing to exist.   

Contrast that to the super performers…the ones who always hit all the goals and all their 
targets. And they always find a way to go above and beyond. Don’t you just love them?

Sure. Some people find accountability to be intrinsic—they own it in every cell of their 
bodies. Their word is law. They truly “get” what integrity means. 

Some people are naturally more developed and understand that their word needs 
to be law. For the rest, here are 7 ways to activate the potential for that integrity. 

Throw out job descriptions

Most lenders think their job description is, “Make 
loans.” That’s like a chef thinking her job description 
is, “Make food.” In reality, both need to resemble more 
of a job performance progress plan that outlines the 
real purpose of the job done well. For the lender, that 
might be, “To bring in A+ quality credits at premium 
pricing, winning the entire relationship and getting 
all their friends.” It also needs the key requirements of 
the job. One example would be, “Enter all notes on 
the ‘aces’ (a clearly designed proof of completion of a 

sales stage) into the CRM daily, with next action and assigned date defined.” 

Then, of course, there is the need to have the right metrics. Who cares how many 
prospect calls are made? That didn’t even work back in the 80s as a key metric, and 
it sure doesn’t now when price competition is at an all-time high. Instead, you want 
metrics on things like, “Number of aces on Top 1000 prospects” and “Weighted sales 
funnel on Top 1000 prospects.” Those show that not only are they making the calls, 
they’re making them to the right people and getting the right results that don’t get you 
into a “match that rate” bind later. 

Ownership of team goals, outcomes, and processes 

What a beautiful thing it is when every employee gets their head in the game and 
understands that they are 100 percent accountable for the results of the team. 

When that day happens, CEOs are known to do backflips through lobbies. Imagine 

By Roxanne Emmerich

“Results Rule” 

“Loan demand dried up.”
“I’m too busy to develop business.”
“Nobody told me.”

A New York Times, Wall Street Journal, 
Amazon and International Best Seller…

What a beautiful thing it is 

when every employee gets 

their head in the game and 

understands that they are 

100 percent accountable for 

the results of the team.

Accountability Secrets

www.EmmerichFinancial.com/freechapter

http://www.emmerichfinancial.com/freechapter
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a daily huddle where all employees are 
celebrating critical drivers of the organization 
and the numbers they contribute to make 
those happen. Imagine that if something isn’t 
at 100 percent of goal tracking, everyone 
starts volunteering their solutions, and more 
importantly, their commitments, to get that 
result above goal by the next day.

Brings tears to your eyes, doesn’t it? It’s 
possible…so read on.

Create a “systematic” celebration machine

Yes, celebration is good, but not celebration 
for just showing up. Not celebration for “nice 
trys.” Instead, you want celebration for key 
results on KPIs, critical drivers, targets hit and 
team getting points for hitting their targets in 
your team contests. Daily, weekly, monthly 
and quarterly rituals of celebration, but all 
tied to key results: That’s where the magic 
happens. 

Expectation of self-management to 
critical drivers

ALL employees completing 5-minute weekly 
reports to critical drivers along with their 
action plans to transform those results is critical 
to keeping results advancing. Someone who 
self-manages will not miss a key measurement 
that’s not doing well because they see how 
that lacks integrity and scuttles the ability 
to authentically transform their results. He 
quickly learns how to keep the scorecard in 
front of him daily. As a result, he isn’t having 
to craft a massive corrective action plan at the 
end of the week to make up for lost ground for 
that week and still meet next week’s objectives.

No guilt and shame

As individuals and teams are celebrated 
weekly on their results on their critical 
drivers, know that those “above the line” 
are publically celebrated. But it’s not about 
guilting those who are not performing above 
the line. It’s about making sure they see their 
numbers and how they’re doing relative to 
team scores so they get a sense of reality 
and understand that they really do need to 
make changes. If the person doesn’t have the 

skillsets, the mindsets or character for that 
job, you have a platform for an undisputable 
need to make drastic changes. 

Demand integrity

Adverse people come in two flavors. The 
first is the excuse person who brings great 
creativity to this part of the job. There’s 
always a reason why they couldn’t, but rarely 
a solution. It sounds like, “I sent an email,” 
or “I told her…”  These are the ones who 
don’t understand the adage, “Don’t tell me 
about the labor pains—show me the baby!”

The other type of “uncoachables” are those 
who appear to take the coaching but at the 
end of the day haven’t changed their operating 
approach—haven’t updated checklists to 
remind themselves or haven’t changed their 
time management system or their frequencies 
necessary to increase results. They smile. They 
say they care. But their passive aggressive style 
of pretending that conversation didn’t happen 
or feigning that they didn’t understand 
convinces them (and no one else) that they 
shouldn’t be accountable. It better not make 
sense to you. When you buy into passive 
aggressive behaviors, you become a huge part 
of the problem. 

If you explained it once to an employee, 
you should expect implementation. The 
one who has a pattern of needing to be told 
twice is often the same person who says, 
“Oops, I hadn’t heard from you that you 
still wanted that” and stops doing things 
that are communicated to be their jobs. 

If the passive aggressive team members 
aren’t dealt with, others will lose their 
commitment to accountability, and you’ll 
have an epidemic of underperformance. 
That’s the death of hope for any kind of 
culture shift. A recent Lee Hecht Harrison 
study shows that an astonishing 97 
percent of workers view underperformers 
as harmful to company success. And 
they’re right!

Expect evaluation

When every employee has his or her 3 to 5 
critical drivers, each is measured on 
each one, and managers focus like 
lasers on the success of their team’s 
critical drivers, it’s impossible for 
people to stay under the radar. 
Those who are the self-described 
“busy people”—the ones who 
always look massively committed 
to the Excel spreadsheet in front 
of them and complain about being 
overworked but never hit deadlines 
or outcomes—need to be quickly 
found out and coached up or out. 

You need multiple forms of evaluation 
tools to make sure that all employees are 
hitting their targets, all key initiatives 
defined in the strategic plan are on track, 
and all those with roles in those areas 
are meeting their weekly targets. A team 
that’s fully accountable to hitting your 
growth targets is a thing of beauty to 
behold—and manage.

  

 

 
If you need strategies for transforming your 
group into a team of highly motivated, 
exceptionally effective producers, visit 
www.ThankGodItsMonday.com to receive 
Roxanne Emmerich’s weekly newsletter 
based on her Thank God It’s Monday! 
book—the definitive guide for transforming 
teams and workplaces.

A recent Lee Hecht Harrison  

study shows that an astonishing  

97 percent of workers view  

underperformers as harmful  

to company success.

And they’re right!

http://www.thankgoditsmonday.com
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—K. Burgess | Chairman 
FirstCapital Bank of Texas 

and Chairman of the  
ABA Community Bankers Council
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