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Please review the legal disclaimer on the last slide. 



DISCLAIMER

This presentation is for general strategic information only and should not be 
relied upon as a substitute for independent research before making a material 
management decision. This presentation does not take into account any 
particular bank’s performance objectives, financial situation or needs. All 
banks should obtain advice based on their unique situation before making any 
decision based upon this presentation or any information contained within. In 
addition, any implied projections or views of the bank market provided by the 
author(s) may not prove to be accurate. While all the information contained 
herein is believed to be accurate as of the date of source or publication, the 
information is subject to change and constant revision. 



State of Deposits



2025 Deposit Balance Trends

YTD 2025 Trend

Consumer Checking 2%

Consumer Non-Checking 1%

Consumer CDs Flat

Commercial Checking 4%

Commercial Non-Checking 6%

Commercial CDs 11%

• This is now against a backdrop of falling rates. 



Setting a Deposit Strategy



Strategic Priorities

Banks should flip their strategic priorities!
Allocate resources based on profitability. 

180,000%

18,000%

1,800%

180%

18%

Lifetime Value



The Problem With Rate – “Lazy Banking”

ROE Moves Inversely with Interest Rates – 7.5%

 Now Below Their Cost of Capital  



Set AND Communicate Objectives



Deposits Are Complicated



Deposit Basics



Deposit Demand



True Deposit Demand



Measuring Deposit Performance



How Agentic AI & Gen AI Change the Game

Pricing Analytics 1:1 Marketing 
Personalization

Product 
Development Agentic Interaction

Automated 
Offerings

Sentiment Analysis 
& Scoring 

(Community & 
Customer)



Deposit Strategy



The BPSSSS Model 

Brand
Product
Service
Segment 
Safety
Shrink

Price / Rate



Brand and Product



Product Innovation as a Differentiator



Not all  Products Are the Same



Payments Are a Driver of Deposit Value



Deposit Value of a TM Customer

The average deposit balance of TM 
customer:

• $900,000, or 31% higher than 
non-TM customers. 



For every 100 
TM Customers:

Annual Fee 
Income

$130,000

Deposit 
Balances

$27M

Increased 
Margin

3.81%

Increased 
Earnings

$1M

Current penetration of TM Customers:

Commercial    15%
Municipal      9%

Average # of Non-TM Customers: 83% 



COF & Performance

RAROC Value Difference

Non-TM Commercial Customer: 16%

TM Commercial Customer:  33%



Deposit Performance Comparison



Deposit Tactics



Top Deposit Marketing Campaigns by ROI



Not All Customers Are Equal

Dispensary 



Targeting Deposit Rich Industries



Focusing on Cross-Sell



Cross-Sell  Opportunities



The Problem With Rate – “Lazy Banking”



Recency – The 2 Week / 2 Month Window



The Three Package Bundle Trick



Marketing Three Packages



2 Bundles vs 3 Bundles

469 Accounts
$2.8mm in Balances

$90,487 Annual Net Profit

513 Accounts : 9% Lift
$4.8mm in Balances : 70% Lift

$152,121 Annual Profit : 69% Lift



The Cash Bonus Offer



The Cash Bonus Offer



The Cash Bonus Offer



When Managing More Than Cost of Funds

As the Fed cuts 25bps, what do 
you do? 



Bringing Down Deposit Rates

1. Set objectives of deposit rate reduction – COF, beta, etc.
2. Dropping rates is different than raising rates
3. Don’t move when the Fed moves – End cycle action
4. Don’t drop deposit rates all at once – be unpredictable
5. Apply rate changes by segment, test and optimize



Sensitivity Customer/Product Scoring



How We Score Customers



Scoring Customers



Customer Sensitivity



How We Score Customers



Stablecoin and Tokenized Deposits
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Stablecoin Overview
Definition:

A stablecoin is a type of cryptocurrency that is designed to maintain a stable value by being pegged to a 
reserve asset, like the US dollar.

Key Characteristics: 
 Price Stability: Pegged to fiat currencies 

or commodities
 Digital Nature: Operates on blockchain 

networks

Use Cases: 
 Store of Value: Can be held without fear 

of volatility
 Medium of Exchange: Used for 

payments and transfers
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Stablecoin Overview
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Stablecoin Use Cases
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Stablecoin Business Models
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Stablecoin Profitabi l i ty



5 Steps to Cannabis Banking Deposit Mgmt.

1. Never use rate
2. Provide identity and compliance tools
3. Exceed in service support that 

understands the industry
4. Integration with industry specific 

software (METRC, BioTrack, etc.)
5. Transparent but premium fees.

And of course, market and cross-sell. 



Questions?



Conclusion

1. Rate should be your LAST 
tactic to raise deposits.

2. Leverage data, customer 
segmentation, product 
development and marketing 
to increase deposit 
performance and franchise 
value. 

3. Consider Stablecoin/Deposit 
Tokens

4. Experiment!



Thank You!
Chris Nichols
Director
Email: cnichols0@southstatebank.com 
Tel: 925-202-8944

Connect with me:

Want more ideas and data? Subscribe:

@cnichols0

linkedin.com/in/cknichols/

@cnichols0

www.southstatecorrespondent.com/category/ban
ker-to-banker/   
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