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A Five-Year Overnight Success 

How a community bank in Tennessee is staying relevant while staying true  
to its values. 

Community banks face some big challenges. They have to remain relevant in the face of fierce competition, while still retaining the rich  
customer relationships they’ve built as fixtures in their neighborhoods. For these financial institutions, dropping in new technology might  
solve a short-term problem, but it’s not a strategic long-term solution. 

First Citizens National Bank’s President and COO, Judy Long, saw the writing on the wall. She knew she had to implement far-reaching 
changes to the bank’s network of 25 locations and over two dozen ATMs, and she knew she had to do more than just upgrade her computers. 
Judy brought in Diebold Nixdorf’s Advisory Services team to help her create and implement a strategic roadmap that included branch 
redesigns, efficiency and revenue improvement initiatives, branch staffing changes and yes, some new technology. Five years in, Judy still 
keeps that roadmap on her desk—and refers to it regularly. The 200-page document has given her team the tools they need to stay the path, 
despite early challenges. 

Overview 
Western & Central Tennessee 
Community Bank established in 1889 

Case Study

FirstCNB

$1.8 billion in assets 

25 Locations in 11 counties 

32 ATMs 

PHASE 1 APPROACH AND DELIVERABLES 

Understand Consumer Behavior 
Developed an understanding of FirstCNB customer channel 
preferences and current transaction behavior in order to 
identify opportunities for further efficiency improvements. 

Assessed Current Operating Model 
Assessed current FirstCNB branch operations and  
activities performed by branch staff to identify opportunities  
to improve efficiency. 

Identified Key Opportunities 
Identified opportunities to optimize the existing FirstCNB 
branch and ATM network. Identified opportunities to improve 
the customer experience, increase operational efficiency and 
drive incremental revenue through improvements in people, 
process, design, technology and sales/marketing. 

Developed Optimal Distribution Strategy 
Recommended opportunities to optimize FirstCNB’s  
branch and ATM network, including branch consolidations, 
relocations and transformations as well as streamlining  
the bank’s off-premise ATM network.



NO STOCK PROBLEMS, NO STOCK ANSWERS 

The FirstCNB leadership team immediately sensed that with DN 
Advisory Services, they’d be getting a partnership, rather than just 
having some experts come in, throw some plans on the table and 
leave. When Judy first contacted the team, she notes, they didn’t try 
to feed her stock answers. Instead, they asked to see the branches  
in person. 

The Advisory Services team traveled to Tennessee and performed  
an efficiency study of a group of facilities that FirstCNB thought 
needed renovations. 

“They gave us a plan for each individual branch location, with 
recommendations on improving the floor plan, a cost-justification 
analysis and figures on the efficiency improvements we could gain 
through automation,” Judy explains. “From the very beginning,  
it was thorough – and that was exactly the way I wanted it. At my 
company, people hear me say it all the time: if it’s worth doing,  
it’s worth doing right.” 

“I believe the process is what made our transformation successful,” 
she says. “We invested a tremendous amount of time, planning and 
forethought into the renovation. We were very methodical about each 
step of the process. And maybe it took us a little longer to get it done, 
but we did it the right way. It gave us the time to change the culture, 
shift the mindsets, gain acceptance of this project that’s going  
to really change the way our entire organization operates. If you  
don’t have the acceptance of a majority of your staff, then it’s not 
going to work.” 

SHIFTING THE MINDSET

From the very beginning of her bank’s transformation journey, Judy 
made it clear to her staff and her community that new technology  
and automation would not come at the expense of cutting employees. 

“Our goal has always been to remain an independent community 
bank,” she says, “but we also want to look like a progressive 
community bank. Diebold Nixdorf Advisory Services brought in  
the right model for us: people to help us with training our employees 
in new ways, as well as flexible branch designs that accommodate 
the way our customers want to interact with us—it’s a model that 
works in a traditional environment and has helped everyone adapt 
much more easily.” 

With DN’s help, the bank has transformed the way they hire and train 
staff, helped retrain existing staff and drive up product and services 
sales at the same time. Natural attrition and shifting employees to 
new branches has ensured that as new technology like teller cash 
recyclers are implemented, there’s no need for staff reduction. 
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Efficiency Improvements 

Green Village Location 
Busiest branch, 2018 Avg transaction total = 18,826 

VAULT BUYS

Cross-sell rates increased by 50%

hours/month

Before branch  
transformation

hours/month

After branch  
transformation

Time spent 
moving money  
in and out of the 
vault decreased 
by more than

90%
5–10160

LOYALTY INDEX NET PROMOTER SCORE

Similar-size FIs Similar-size FIsGreen Village Green Village

Customer Satisfaction 

Green Village Location 

85.8%

96.23%

85.7%

96.36%
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As a part of FirstCNB’s transformation, one of the key objectives  
for Judy was for branch staff to recognize that they are more than 
“just a teller—they are the bank.” A key component of transformation 
was to empower individual staff members with the ability to service 
all of their customers’ banking needs beyond routine transactions. 

The bank’s flagship Green Village financial center was remodeled  
to provide an open-concept space that eliminated the traditional 
teller line in favor of more intimate teller “pods.” Inside each pod, 
electronic cash recyclers were installed to reduce the amount  
of time that employees spent counting cash.

Judy explains, “The manager at that branch, who’s been with us for 
40 years, was not convinced by the new technology. She wasn’t the 
only one, of course. But we kept our message consistent: we’re going 
to do it, it’s going to make your work life better, and we’re going to 
work through this process together. A few months into the 
transformation, it was pretty amazing. She looked at me and said, 
‘There are parts of this change that I could take or leave. But don’t 
ever take our recyclers.’”

The staff was understandably nervous about the big process  
change involved in relying on a machine to count cash. But as  
they’ve become more comfortable with the technology, they see  
that the ECRs free them to have conversations with their consumers, 
and virtually eliminate the need for vault buy/sells throughout the  
day. That change alone enabled FirstCNB to migrate the vault teller 
over to a universal teller. What used to be a full-time job has shrunk  
to a task that adds up to just a few hours per month.

Branch staffing models have been optimized and they are now 
averaging 5.5 staff per branch, where some branches used to have as 
many as 18 staff. In 2012, there were front office and traditional teller 
staff. In 2019, nearly 100% of their branch staff are universal tellers. 

PHASE 2 APPROACH – STRATEGY DEVELOPMENT PHASE 

Branch Experience Definition 

Technology Deployment Strategy / Roadmap 

Touchpoint Strategy 

Prioritization and Roadmap 
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Learn more about how DN Advisory Services can work with your organization  
to customize a transformation strategy that fits your needs. Contact us today. 
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To learn more, visit DieboldNixdorf.com.

PERSONALIZED, TARGETED SUPPORT BALANCED AROUND 

PEOPLE, PROCESS AND TECHNOLOGY

DN Advisory Services has worn a variety of hats over their six-year 
engagement with the bank. It’s included everything from building 
design, to transformation consultation, and staff training—even 
helping advise on the design of the iPad functionality in the lobby.  
The team built a model for Judy to follow and worked with her every 
step of the way as plans evolved and the transformation took shape. 

She’s walked through the model with the bank’s board three times,  
so everyone is aligned on the bank’s growth strategy and understands 
what changes are coming next. 

“I’ve shared the plan with everyone who needs to know,” Judy says. 
“When you share it with someone, it holds your feet to the fire as well. 
It’s all about the growth of the bank. It is a plan just like our M&A 

2014 

Initial DN Advisory Services 
Engagement. 

•  Build out a transformation roadmap

2015 

Open New Jackson Branch. 

•  Teller pods with cash recyclers 

•  Technology and coffee bar format 

•  Universal staffing model 

2016–2017 

DN Advisory Services Expansion Engagement. 

•  Discuss FirstCNB expansion goals 

•  Detailed analysis and results 

•  Decision to commit to new Eastern Tennessee 
branch 

2014–2015 

Update Green Village Branch 

•  Teller pods with cash recyclers 

•  In-lobby teller terminal 

•  Coffee bar format 

•  Universal staffing model piloted 

2016 

DN Advisory Services Engagement. 

•  Deposit automation analysis  
& rollout 

•  Transaction migration expectations 
defined

2016–2018 

Branch Transformation 
Continues. 

•  Rebuilt Union City branch 

•  Redesigned Munford branch 

FirstCNB’s Branch Transformation Timeline 

strategy. We’ve got a plan for how we’re going to “branch” and the 
Advisory Services group was very instrumental in helping us develop 
this plan. And we follow it like it’s the footprint for our branch.”

At the beginning of her journey, Judy had to steer the entire 
organization toward her vision for what the future of FirstCNB could 
be. Along the way her team encountered challenges and obstacles, 
but they stuck to their plan through it all. After six branch renovations 
and three new branches, the attitudes of the staff, executives and 
board have also transformed. “After five years on this journey, we’re 
seeing the payoff: among our employees and our executives, there’s 
buy-in, there are requests for new technology. It’s taken five years,  
but the model is in place; it’s working, and our training division has 
embraced it. We’re excited for what the future holds.” 


