
VIEW POINT

IS YOUR BANK M&A READY?
A PRACTICAL GUIDE FOR REGIONAL FINANCIAL INSTITUTIONS

Abstract
U.S. regional and community banks face accelerating consolidation, but many are 
not structurally prepared for integration or separation. M&A success in banking 
depends not only on deal rationale, but on operational, regulatory, technology and 
cultural readiness. This viewpoint presents a strategy-led, banking-specific M&A 
readiness framework designed to help institutions protect value, maintain regulatory 
confidence, and execute with discipline from Day 1 through synergy realization.



What “M&A Readiness” Really Means 
in Banking

M&A readiness means being able to integrate with another 
institution or operate independently after a transaction 
without major disruption to customers, regulators, or 
employees.

In banking, readiness extends beyond financial due 
diligence or board-level alignment. It requires operational 
clarity across systems, people, and regulatory controls. 
Specifically, institutions must be able to:

You don’t have to have a dedicated M&A team to be ready 
– you just need a basic operational foundation that can flex 
when a deal emerges.

To address these challenges, institutions need a structured 
way to assess and strengthen their readiness before a 
transaction occurs.

The bar is higher for banks than in most industries due to

Extract and transfer core banking data.

Identify the people, systems, and vendors 
required to maintain Day 1 operations.

Sustain compliance with a new legal or 
operating structure.

Maintain documented processes, contacts, and 
contingency plans.

Strict regulatory oversight (FDIC, OCC, NCUA, 
state agencies).

Deep reliance on core banking vendors (like FIS, 
FISERV, Jack Henry, or legacy platforms).

The critical importance of trust and service 
continuity with customers.
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Why M&A Readiness Matters Now More Than 
Ever

U.S. regional and community bank M&A activity has 
fluctuated in recent years but remains structurally active 
driven by scale pressures, digital investment needs, and 
evolving regulatory expectations.
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U.S. regional and community bank transactions peaked 
at more than 200 deals in 2021, declined to roughly 100 
deals in 2023 amid interest-rate volatility and regional bank 
failures, and rebounded to 181 transactions in 2025. Deal 
value followed a similar pattern, falling from approximately 
$72 billion in 2021 to $4 billion in 2023 before recovering 
to $49 billion in 2025 as larger regional transactions re-
emerged. The recovery in both deal volume and value 
indicates that larger transactions are returning, increasing 
integration complexity and reinforcing the importance of 
strong M&A execution readiness.

While transaction activity has increased, recent deals have 
also highlighted recurring execution challenges, including 
core conversion delays, vendor constraints, liquidity 
pressure during balance sheet integration, and customer 
attrition tied to product or channel rationalization. Many 
recent transactions now prioritize customer retention 
over rapid system consolidation, often delaying brand or 
platform conversions to minimize client disruption.

Many small and mid-sized institutions are not structurally 
prepared to execute integration or separation effectively, 
particularly across systems, people, and compliance 
operations. As a result, deals that look good on paper can 
quickly fall apart post-signing when teams realize they 
can’t deliver Day 1 operations, extract customer data, or run 
systems independently.

M&A readiness goes beyond theory. It reflects an 
institution’s ability to execute integration or separation with 
precision – without destabilizing customers, regulators, or 
employees.

Whether your bank is looking to acquire, merge, be 
acquired, or spin off a business unit, operational and IT 
readiness are what protect your institution’s value and 
reputation.

As transaction sizes increase and integration become more 
complex, many institutions are reassessing whether they 
have the operational capabilities required to execute deals 
successfully.

•	 https://www.spglobal.com/market-intelligence/en/news-insights/articles/2024/1/
us-bank-m-a-stays-hot-in-illinois-slows-in-texas-in-2023-79956467

•	 https://www.linkedin.com/pulse/bank-mergers-acquisitions-outlook-2025-
enduranceadvisory-iqfjc/

•	 https://www.nasdaq.com/articles/regional-banks-ramp-ma-deals-strengthen-
balance-sheet

•	 https://www.spglobal.com/market-intelligence/en/news-insights/articles/2024/1/
us-bank-m-a-stays-hot-in-illinois-slows-in-texas-in-2023-79956467

•	 Financial Institutions M&A Key Trends and Outlook

U.S. Regional & Community Bank M&A Activity (2021–
2025)

Source
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A Practical M&A Readiness Framework: 6 Key Dimensions

Why it matters: Without internal alignment, even small 
deals can stall. Strategy-first readiness creates clarity before 
emotions or urgency kick in.

These questions help determine whether leadership and 
the board have defined a clear post-transition direction and 
governance model before execution begins. Without this 
clarity, integration decisions become reactive and value can 
be loss.

Why it matters: For smaller institutions, people carry a big 
part of the institutional knowledge. Losing even a handful 
of key staff during a deal can create massive operational 
risk.

Strategy, Go-to-Market 
Alignment and Governance

People and Culture Change

•	 Do you have a clear view of what types of M&A align 
with your growth or mission?

•	 How will products be consolidated, synergized, 
differentiated or retired?

•	 Which channels (branch, digital, relationship managers) 
define future experience?

•	 What will be the identity (branding and image) of the 
newer entity and how will it be transitioned?

•	 Are roles and decision rights defined: who leads, who 
approves, who informs?

•	 Does the board understand its responsibilities in an 
M&A event?

•	 Have you identified critical roles and SMEs that keep 
the bank running?

•	 Is there a plan to retain talent through a merger or 
acquisition?

•	 Can your culture adapt, or merge, without disrupting 
customer trust?

•	 Assess core banking platforms, vendors, and 
data portability

•	 Plan system integration or migration strategy
•	 Ensure access to customer, account, and 

transaction data

•	 Identify critical talent and 
leadership roles

•	 Plan retention, cultural integration, 
and communication

•	 Prepare change management to 
support integration

•	 Maintain compliance across the 
combined entity

•	 Align risk, reporting, and control 
frameworks

•	 Prepare regulatory approvals 
and supervisory engagement

•	 Document critical processes and 
operational dependencies

•	 Align lending, payments, and 
servicing workflows

•	 Ensure Day-1 operational 
continuity and service delivery

•	 Establish integration governance 
and program management

•	 Develop Day-1 and Day-100 
integration plans

•	 Track synergy realization and 
integration milestones

To assess and build M&A readiness, regional and community banks should focus on these six interconnected areas.

Core Banking & Technology Operations & Processes

Regulatory & Risk

Execution Capability

People & Culture Change

Strategy, go-to-market alignment & 
governance

•	 Define the strategic rationale and target 
operating model

•	 Align product portfolio, channels, and 
brand strategy

•	 Establish governance, decision rights, and 
synergy targets
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Core Banking and Technology

Execution Capability

Why it matters: In many cases, banks don’t own or control 
their core infrastructure. This can make integration or 
separation timelines 2–3x longer and significantly more 
expensive, if you’re not prepared.

Why it matters: Integration and separation aren’t 
abstract, they’re high-pressure execution programs. Even 
a lightweight playbook or outside advisor can reduce risk 
dramatically.

•	 What core systems are you running? FIS? FISERV? Jack 
Henry? Metavante?

•	 Can you extract, migrate, or separate your customer 
and account data?

•	 Do your vendor contracts allow change-of-control, data 
portability, or TSAs?

•	 Do you have a Day 1 readiness checklist or project plan 
– even a simple one?

•	 Have you ever planned or received a TSA (Transitional 
Services Agreement)?

•	 Is there anyone in the organization with experience in 
integration or separation?

•	 Is your execution able to optimize duplicate assets 
and realize the projected synergies (branches, 
infrastructure, systems)?

•	 Do you have an OCM strategy to properly communicate 
with the different stakeholders throughout the 
integration process?

Regulatory and Risk

Why it matters: Regulators are now involved early and 
deeply in all bank M&A activity. They must be confident in 
your post-deal controls before approvals are granted.

•	 Are your compliance programs centralized, scalable, 
and auditable?

•	 Do you have a single point of contact for regulators in 
an M&A event?

•	 Can you continue risk reporting, BSA/AML, and audit 
readiness on Day 1?

•	 Do you have a proper risk model for liquidity coverage 
through integration?

Operations and Processes

Why it matters: Process chaos kills M&A value. Having even 
basic documentation and owner accountability in place 
makes post-deal execution vastly smoother.

•	 Are your core processes standardized and documented 
(e.g., KYC, loan origination, fraud handling)?

•	 Do you rely heavily on manual workflows or specific 
individuals?

•	 Are your outsourced service providers known, 
contracted, and ready to adapt?
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Outcomes

The following case study illustrates what disciplined M&A 
execution looks like in practice — and what becomes 
possible when an institution is operationally ready before 
Day 1.

Following an acquisition, a U.S. regional bank undertook 
a large-scale post-acquisition technology conversion 
spanning 75 branch locations across approximately 800 
miles. The program was completed in 10 months and 
required end-to-end integration across network, end-user 
computing (EUC), cloud, applications, and voice — with 
zero disruption to daily branch operations throughout.

Seamless conversion of all 75 
branches with no material 
business disruption

700+ helpdesk calls handled with zero 
wait time during cutover weekend

~40% improvement in BAU performance; 
~30% reduction in processing cycle 
times; ~400% improvement in compute 
performance

Infrastructure capacity sized for five 
years of organic growth post-conversion

Why M&A Readiness Matters Now More 
Than Ever

Context

What Made It Work

Program orchestration 
& site execution.

Execution discipline & 
parallel integration. 

EUC and workplace 
transformation. 

Network, cloud, and 
application modernization. 

Each of the 75 locations received a minimum of seven 
structured site visits covering surveys, fiber enablement, 
network transformation, EUC deployment, and user 
acceptance testing. A standardized, repeatable approach 
ensured consistent quality across all locations regardless of 
geographic dispersion.

High-intensity conversion weekends were executed with 
approximately 400 resources (including network and 
EUC technicians, IAM specialists, cloud engineers, and 
helpdesk staff) operating under a 24×7 command center 
model. Detailed runbooks and pre-conversion staging 
enabled parallel carve-out and integration delivery within 
tight timelines, while maintaining full business continuity 
throughout.

A modern digital workplace was deployed across all 75 
locations: 1,200+ laptops configured and shipped, 250 
printers, and 500 Azure Virtual Desktops stood up. The 
result was a secure, standardized end-user environment 
that improved staff productivity and enabled a seamless 
transition with minimal disruption to branch personnel.

SD-WAN was deployed across all 75 locations (75 routers, 
190 switches, 3,000 cables rewired, 250 wireless access 
points), alongside network segmentation and infrastructure 
upgrades. Cloud migration encompassed 1,500 mailboxes, 
712 SharePoint sites, 600 Teams sites, and over 14.6TB of 
departmental data. Twenty-plus core applications were 
integrated to ensure uninterrupted operations from Day 1.

What This Means for Regional Banks

Structured, repeatable branch conversion 
models significantly de-risk large-scale 
integrations — even across geographically 
dispersed footprints

Industrialized deployment — runbooks, 
rehearsals, 24×7 command centers — enables 
zero-disruption outcomes at scale

Early investment in network, cloud, and EUC 
standardization accelerates synergy capture and 
positions the institution for long-term growth

This model is replicable: even mid-sized banks 
can achieve Day 1 readiness and durable 
operational improvement by applying the same 
execution discipline to their own footprint
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Assess – Use the 6-dimension framework 
above to score your current state.

Map – Document your core systems, 
vendors, and key processes.

Identify – Flag critical people, contracts, 
and compliance obligations.

Prepare – Build light-touch playbooks for 
Day 1 operations and regulatory handoffs.

Test – Run a tabletop exercise or ask your 
teams: What would we need to stand up or 
shut down if a deal happened tomorrow?

Most regional banks have hidden gaps that become painful 
during a deal. Here are the top challenges, and the simple 
ways to start addressing them:

Here’s how even a first-time acquirer (or target) can start 
building readiness in the next 30 – 60 days:

““ ““

Even small improvements in these areas can dramatically 
improve M&A outcomes or make your bank more attractive 
as a partner or acquisition target.

No system map

No playbooks

No clear talent 
strategy

Legacy core systems

No TSA awareness

Build a one-page inventory 
of core systems, vendors, and 
dependencies

Start with a basic Day 1 checklist: 
communications, access, data flows

Identify top 5–10 critical roles; 
define backup plans

Review vendor contracts (FIS, 
FISERV, etc.) for data access and 
change-of-control clauses

Document what services you could 
offer or need from another party 
post-close

Common Gaps  First Steps

The Most Common M&A Readiness 
Gaps and How to Address Them First

Five Practical Steps to Begin Building 
M&A Readiness

Ajay Bhandari
Senior Vice President and Regional Head, Financial Services, 
Infosys

“Regional and community banks are entering one of the most consequential periods in 
decades, as consolidation reshapes the competitive landscape. Those best positioned 
to succeed will not be reactive, but intentional and ready to act decisively when the 
right opportunity emerges. On both sides of an M&A transaction, success depends on 
readiness across balance sheet strength, operational maturity, technology posture, 
and regulatory standing. Institutions that delay preparation often discover the real 
cost is not a missed transaction, but lost relevance, diminished strategic flexibility, and 
long‑term erosion of enterprise value.”
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Turning Deal Intent into Deal Value

Regional and community bank consolidation is likely to 
continue as institutions pursue scale, deposit stability, and 
the capacity to absorb rising technology and compliance 
costs. As larger transactions return, integrations become 
more complex and operationally demanding.

In this environment, deal success depends not only on 
strategic rationale but on disciplined execution across 
technology, operations, governance, and people. Many 
institutions are prioritizing customer retention during 
integration, often delaying early synergies to protect 
franchise value.

Banks that treat M&A readiness as an ongoing operational 
capability rather than a one-time exercise are better 
positioned to manage complexity, execute integrations 
smoothly, and capture the value their deals promise.

Integration complexity is rising again as 
larger regional bank transactions return.

Execution and not strategy often determines 
deal success. Technology, vendors, and 
operations drive integration risk.

Customer retention often outweighs early 
synergy capture, delaying system and brand 
consolidation.

Banks with strong M&A readiness 
capabilities captivate deal value and 
synergies faster and with less disruption.

Key Takeaways
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Guillermo is a technology strategist and consultant with 
experience in IT infrastructure and operations. He has more 
than 25 years of working with Fortune 500 multinationals 
in several industries driving Mergers and Acquisitions, 
Infrastructure and Operations, IT Optimization, and Value 
Realization.

Jose brings over a decade of financial services experience, 
blending sales strategy, client leadership, and large‑scale 
transformation delivery. He has led global teams, driven 
complex change initiatives, and managed P&Ls to deliver 
sustained profitability. A passionate AI advocate, he 
supports high‑growth financial services clients navigating 
strategic change and M&A‑driven transformations. He holds 
an MBA in FinTech from Baruch College’s Zicklin School of 
Business.
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