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Numerous economic,
sociological and
environmental factors
can reverse trends;

so hankers must
consider their markets”
futures accordingly.
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ATrendlIsa Trend... Until It Isn't

Between July 1, 2024 and July 1, 2025, the
population of Pinellas County, Florida declined by
12,000 residents, while the population of Florida's
Miami-Dade County declined by 11,000 residents.
Pinellas County is home to the cities of St. Petersburg
and Clearwater, and joins Hillsborough County as
one of the primary counties forming the Tampa
metropolitan statistical area, which is the 17th-largest
MSA in the nation. Miami-Dade County is the
primary county of its namesake MSA, joining
Broward (Fort Lauderdale) and Palm Beach counties
to form the nation’s eighth-largest metro area.
On their own, these are unremarkable statistics.
In that time period, 1,270 of the nation’s 3,144
counties — or 40% of all counties nationwide —
suffered population declines, even as the nation’s
total population ticked upward by 0.5%. Further,
the declines were modest in relation to the overall
size of those two populous counties: the net loss of
12,000 residents in Pinellas County reflected only
1.2% of the 960,000 residents it held in 2024; and the
net loss of 11,000 residents reflected only 0.4% of the
2.8 million residents Miami-Dade County held in 2024.
However, for decades, Florida had been an
inexorable engine of household growth, with the
Miami and Tampa metro regions joining the state’s
ather large metros of Orlando and Jacksonville at
the forefront of that growth. Overall, Florida showed
the third-highest household growth rate between
2020 and 2025, at nearly 11% (only the
much smaller states of ldaho and Montana
posted greater proportionate gains). And
in absolute terms, Florida led the nation in
household growth over the past five years,
adding one million households since 2020.

Yet statewide population and household
growth in Florida fell to only 0.8% in the past year,
less than half the annualized pace of the prior five
years. Thus, for bankers seeking high-growth markets

for expansion, the state may not hold the same
opportunity it once did. This is not to say
that Florida no longer merits expansion

consideration, as it remains a sizable, dynamic and
(in most parts of the state) still-growing environment.
Rather, we raise the examples of Pinellas and
Miami-Dade counties to illustrate that trends

do not endure perpetually.

Household growth has a way of putting on its
own brakes. Increased demand can place upward
pressure on home prices, reducing attractiveness
for a next cohort of potential relocators. Household
growth necessitates infrastructure improvements,
such as schools and roadways, which are costly
and can be funded only by increased taxes
(usually property taxes); also increasing the cost of
homeownership and dissuading additional relocators.

External factors play a role, too. A spate of
severe hurricanes in the storm-prone coastal state
in recent years has forced rampant increases in
homeowners' insurance costs — yet anather
addition to the monthly house payment that
may dissuade potential relocators.

Further, each of the three components of
population growth are facing headwinds in Florida.
In a state with the eighth-oldest household base
in the nation, natural population growth (i.e., the
difference in births versus deaths) is negative.

This is particularly acute in Pinellas County, where
median age (head of household) approaches 60.
The state’s unemployment rate has soared to
4.8% (April 2026), discouraging migration from
other states. And a more restrictive federal
immigration policy has truncated international
migration into Florida. The combination of these
factors has left only cross-state retiree migration
as a continued source of growth in the state.

Again, none of the above statistics indicate
Florida as a poor banking market; and Florida is
not unique in seeing once-robust household growth
rates dissipate. Rather, the changes reflect a natural
cycle, with parallels in other regions. For example,
Colorado’s Front Range corridor, from Denver through
Boulder to Fort Collins, remains a growing market
today, but the pace of growth in the once-burgeoning
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region has moderated. The Front Range
markets are still growing, but not at the
stratospheric pace of the past decade,
owing to some of the same culprits that
afflicted some Florida markets: rampant
prior growth yielded increased housing
costs that tamped down future demand.
It remains to be seen whether the
population declines in Pinellas and Miami-
Dade counties represent a short-term
anomaly or a harbinger of a broader reversal of
the growth trends of the prior decade. But given the
long-term nature of branch capital investments, the
changes in those counties underscore the importance

of considering the long-term economic environment
of the markets that bankers opt to pursue. As our
colleagues in the wealth-management department
continually remind us, “past performance does not
guarantee future results.” Accordingly, in evaluating
markets, bankers must consider not only historical
growth trends, but also the macroeconomic factors
that will impact future growth and potentially
reverse those historical trends.

Atrendisatrend ... until itisn't. And
numerous economic, sociological and environmental
factors can reverse trends; so bankers must consider

their markets’ futures accordingly.
EEENE

Where Credit Unions Thrive, and Why

In our prior issue of Bancology, the article The
Geagraphy of Market Leadership classified the
deposit-share leader in every market in the nation,
categorizing those leaders as Chase, Wells Fargo
or one of the other large national banks; as well as
regional banks, community banks or credit unions.

The research identified that in 38 of the
111 metropolitan statistical areas with more than
500,000 residents, credit unions hold at least ane
of the top-three market positions. However, in
21 of the markets, no credit union ranks among the
top-10 deposit holders. Those observations prompted
questions of why some markets have fostered more
successful credit unions; and in which markets have
credit unions displaced or replaced community banks
in the role of predominant local competitor.

To address those questions, this article
zeroes in on the 50-largest MSAs by population,
and considers the position of credit unions among
the market leaders in each. Recapping some
methodological issues, note two significant
adjustments in deposit totals reported in the
June 2025 FDIC and NCUA call reports.

First, for bank branches, the study capped
individual branch deposits at $250M to mitigate the
impact of large corporate and public funds deposits,
keeping the focus on traditional retail and small
business deposits. This adjustment affected about

10% of bank branches, mostly large corporate offices.

Second, for credit unions — which are not
required to report deposits at the individual branch

level, only at the corporate level — the study
apportioned each institution’s deposit to market
areas per its branch count. For example, if a credit
union with 40 total branches reports $2B in total
deposits and 30 of its branches are in the Chicago
MSA, the study credits the institution with $1.58
in deposits for Chicago (or 75% of its $2B total),
mirroring its proportion of branches in the market.

This is a fraught assumption that likely
underestimates credit unions’ positions in their
home markets, as average per-branch deposits
will tend greater in the largest and oldest
components of an institution’s franchise. That bias
notwithstanding, the proportionate allocation is
almost certainly more descriptive than, for example,
ascribing Navy Federal Credit Union’s entire $163B
deposit base to the Washington, D.C. MSA. Also,
most credit unions operate within a single market
area, obviating the need for any adjustments.

Per the above methods, credit unions
represent the absolute largest provider in seven
of the 50-largest MSAs in the nation, and rank
among the three-largest institutions in 14 of those
50 MSAs. Further, credit unions represent the
largest locally based institution in 28 of those 50
metros; thus, in more than half of the nation’s
largest markets, the largest credit union holds
greater deposit share than any community bank.

For example, in the Phoenix MSA, the largest
credit union, Desert Financial, ranks fourth in
market deposits. But the three institutions ahead
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(Chase, Wells Fargo and Bank of America) are
all national banks based in other markets;
and the largest Phoenix-based bank ranks only

17th in market deposits. In the Las Vegas metro,

the largest credit union, Clark County, ranks only
seventh in market deposits, but still remains

the largest locally based provider, as all six
competitors ahead are banks based elsewhere.

In the 28 markets where credit unions
represent the largest local provider, those
institutions emanate from a variety of origins.
Eleven originated from corporate/industrial
sponsors (in an interesting theme, in five of the
top-50 MSAs, the largest credit union arose
from an airline sponsor); six from the general
state/local government sector and seven others
specifically from the education sector within;
and four from military installations.

In some cases, these leading credit unions
arose from dominant local economic forces:
BECU (Boeing Employees) in Seattle; Delta in
Atlanta; Vystar (from Jacksonville Naval Air
Station); and institutions serving state
employes in capital cities such as Sacramento
(Golden 1), Raleigh (SECU) and Baltimore
(a different SECU). Further, many metros
include a single dominant school district that
spawned a major credit union, such as
Suncoast in Tampa, Altura in Riverside-San
Bernardino and Desert Financial in Phoenix.

But in ather markets, the leading credit
union emerged more from successful
conversion to a community charter, with no
innate advantage from a massive initial
sponsor; for example, First Community in
St. Louis (original sponsor Monsanto),
Fairwinds (Orlando Naval Training Center)
and Patelco in San Francisco (Pacific Telephone
and Telegraph). Not that those sponsors
were not sizable entities, but none were the
dominant economic driver of Delta in Atlanta
or Boeing in Seattle, for example.

Looking beyond just the leading credit
unions, there are three top-50 metros where

four credit unions reach top-10 deposit positions:

Portland, Salt Lake City and San Jose; and 10
other top-50 metros where credit unions hold
three of the top-10 deposit positions. But

Credit Unions | Largest Local |  Origin of
q p-10 |Institutionisa| Largest
Credit Union | Deposit Rank | Credit Union | Credit Union
Salt Lake City 1 4 Yes Industry
San Antonio 3 Yes Military
Fresno 1 2 Yes Education
Jacksonville 1 2 Yes Military
Raleigh 1 2 Yes Municipal
Seattle 1 2 Yes Industry
Grand Rapids 1 1 Yes Education
Virginia Beach 2 3 No Military
Sacramento 2 2 Yes Municipal
Milwaukee 2 1 Yes Industry
Birmingham 3 3 No Industry
Washington 3 3 Yes Military
Oklahoma City 3 2 No Military
Kansas City 3 1 No Industry
Portland 4 4 Yes Education
San Jose 4 4 Yes Industry
Phoenix 4 2 Yes Education
Richmond 4 1 No Municipal
St. Louis 4 1 Yes Industry
Austin 5 3 No Education
Denver 5 3 Yes Industry
Minneapolis 5 3 Yes Industry
Tampa 5 3 Yes Education
Orlando 5 2 Yes Military
Providence 5 2 Yes Industry
San Diego 5 2 Yes Municipal
Atlanta 5 1 Yes Industry
Chicago 5 1 Yes Industry
Indianapolis 6 3 No Education
Baltimore 6 2 Yes Municipal
Riverside 6 2 Yes Education
Charlotte 6 1 No Industry
Cincinnati 6 1 No Industry
Los Angeles 6 1 Yes Education
San Francisco 6 1 Yes Industry
Las Vegas 1 3 Yes Municipal
Philadelphia 1 2 Yes Municipal
Boston 1 1 No Industry
Columbus 1 1 No Industry
Louisville 1 1 No Industry
Memphis 1 1 No Education
Buffalo 8 1 No Industry
Detroit 9 2 No Industry
Dallas 10 1 No Education
Houston 11 - No Industry
Pittsburgh 1 - No Industry
New York 14 - No Industry
Cleveland 19 - No Industry
Nashville 2 - No Education
Miami PA] - No Education

there are no particular commonalities of those
markets, or of the leading credit unions therein.
There are some intuitive findings: the three
top-10 credit unions in both the Washington, DC
and Hampton Roads metros all share government/
military-sector origins. But the list of markets
with multiple leading credit unions spans regions
of the country, and the credit unions reaching
that tier show a mix of industrial, governmental,
educational and military origins.
The diversity of the market types where credit
unions represent the largest local provider suggests

that the competitive structure may not reflect
the credit unions themselves, but rather the
absence of community banks. In many of the
markets with one or more sizable credit
unions, there is no locally based bank amaong
the top-10 deposit holders, as all large
community banks were eliminated via merger.

In those cases, in markets including
Tampa, Phoenix and San Jose, credit unions
have not displaced community banks; but
rather appear to have grown into a void
wrought by rampant consolidation for the
sector of consumers valuing local ownership.

If there is one notable geographic pattern,
it lies in which markets hold few if any large
local credit unions. There are six top-50 metros
where no credit union reaches a top-10 deposit
ranking, spanning different parts of the nation:
Cleveland, Houston, Miami, Nashville, New
York and Pittsburgh (in Cleveland, Nashville and
Miami, the largest credit union ranks between
19th and 23rd in market deposits).

Outside of Washington, DC, large credit
unions are consistently underrepresented in
the Northeast corridor. In addition to New York
lacking any top-10 credit union, Philadelphia
and Boston each contain only one (in both
cases ranking seventh); and Baltimore only
two, ranking sixth and ninth in market deposits.
Providence also contains two top-10 credit
unions, in the fifth and sixth market positions.

Extending inland from the Northeast
corridor to the Great Lakes region, in addition
to Cleveland and Pittsburgh lacking any
top-10 credit union, Buffalo contains only
one (ranking eighth) and Detroit only two
(ranking ninth and tenth).

For credit union executives considering new
markets, those regions with few if any large
incumbent credit unions may loom as attractive
targets. But they also merit the following
considerations. Is the market devoid of large
credit unions because there was no primary
economic catalyst that spawned an influential
credit union (such as Boeing Employees in
Seattle)? Or does the market maintain a staunch
inventory of community banks that may crowd

out demand for a similar value proposition?
EEENR
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Our Favorite New Branches!
Innovative Ideas (That You Can Borrow)

At Bancography, there are few things we appreciate
more than an innovative new branch design. Accordingly,
when our colleague Marnie Herrmann (Chief Banking
Officer at Security First Bank in Rapid City, South Dakota)
shared a solution to a challenge many bankers have
confronted, we asked if we could share the example

in Bancology; and Ms. Herrmann graciously agreed.

We all know that visibility is key to establishing
brand identity — especially in a new market — but prime
sites that offer such visibility are generally very expensive.
And we've often heard bankers propose co-development
as one path to reducing those site costs. If we could
share the cost burden with anather tenant, that would
amortize some of those fixed infrastructure costs (such

as clearing, grading, sewers and paving) downward.

But attracting a compatible co-tenant can prove
challenging. We want a tenant that will bring traffic
to our joint property and also views the branch as a
valuable partner. And we need a site plan to accommodate
the needs of both entities, including circulation for
multiple drive-ins, if required by the co-tenant.

The Situation

Security First Bank was seeking to add its first branch

in Spearfish, South Dakota, a market some 45 miles
removed from its headquarters in Rapid City. Security
First presently maintains a loan production office in
Spearfish, but no retail presence. Spearfishis a
competitively congested market, already supporting one

branch for every 1,000 households (compared
to a nationwide ratio of one branch for every
1,365 households) and nine institutions total,
including multiple community banks.

Thus, Security First would need to create
distinction and hype around its new branch and
find a premium site to gamer instant awareness
as anew entrant.

The Solution

The bank obtained exactly this type of site, along and
visible from |-90 on an outparcel of a shopping center
anchored by Bomgaars — a rural-lifestyle chain represent-
ing a destination point in markets such as Spearfish —
and across the highway from a \Walmart store.

But the site was sizable, and carried a cost
commensurate with its top-tier visibility. So,
co-development could nat only provide the traffic
impact a new entrant would covet, but also help
amortize substantial infrastructure costs. And when
bankers discuss co-development, one prospective
partner name always circulates to the top of the list:
Starbucks. The coffeehouse chain offers high traffic
in the same daytime hours as the branch operates,
but generates less noise, trash and unpleasant odors
than a fast-food restaurant; and the laptop-crowd of
freelancers who linger within represent attractive
prospects for a financial institution.

In contrast to many quick-serve restaurants, almost
all Starbucks stores in the U.S., other than the outposts
in airports and hotels and such, are corporate owned,
rather than owned by franchisees (for comparison,
more than 95% of McDonald's stores are franchised).
But a client of Security First's in Rapid City owns hotels
and casinos, and was already a Starbucks franchisee;
so the bank leveraged this entrée to start a discussion.

During the course of discussions, Starbucks
initially sought to operate the store directly, but
ultimately agreed to work through the franchisee for
what would be its first outlet in Spearfish outside
of a grocery-store kiosk.

Starbucks' corporate real estate department
cautioned that it needed queuing space for at least
13 vehicles in its drive-up, and had rarely seen a
workable plan for a shared structure, both with their
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Has your institution
recently added a branch
with an innovative design
or other distinctive features
you'd like to share?

If so, drop a note to
info@bancography.com
and we'll give a call to
learn more. And thanks
again to Marnie Herrmann
and Security First Bank
for your willingness to
share this example!

bancography

Security
First
Bank

A

€< orive THRU |

=

own drive-ins. But the bank and its architect persisted,
developing an elegant, nested configuration that
afforded two drive-in lanes for the bank and one in the
outer circle with greater stack-space for Starbucks.

The entire building will be 6,700 square feet,
with the bank occupying 4,300 sf and Starbucks
2,400 sf. The size for the branch component exceeds
the 3,000-sf median for new freestanding branches
inthe U.S. today, but this facility will serve as a
regional anchor, and allow consolidation of the
existing LPO, justifying the larger service model.
Security First will construct the building, and
recoup costs via a long-term lease agreement
with the Starbucks franchisee.

As for achieving that statement presence any
new entrant to a market should covet? Judge for
yourself; but we say, wow — nicely done!

Security First's grand opening is scheduled
for early August, and Starbucks will open in early
September. Much like an in-store branch, the bank
and the restaurant plan to collaborate on community
gvents, just as Security First has already partnered
with the franchisee on ather projects in their shared
home market of Rapid City (though operational and

security considerations precluded an entry from the
branch directly into the Starbucks space).

This is an attractive branch that will facilitate an
effective launch for Security First in its new market.
As Ms. Herrmann noted, “in a heavily banked market,
having Starbucks as our cotenant gives us something
else to talk about.”

But the project also underscores the importance
of innovative thinking and persistent effort. By finding
an entrée to Starbucks corporate via a franchisee,
Security First reached the restaurant giant with an
endorsement that prevented the immediate rejection
that a cold call to the chain’s corporate offices likely
would have yielded. Further, by entertaining a site
plan other than the typical back-to-back, symmetric
configuration of most co-developed retail structures,
Security First was able to provide the drive-in services
its clients demand, and the distinct drive-in configuration
Starbucks required to even consider the project.

We wish Security First well on the launch and on
its efforts in Spearfish!

Branch construction is not quite complete,
but the photos and renderings above convey the
concepts of the design. m = m m



