Case Study: Securing a Successful Transition: Strategic Risk Management in Bank Merger Projects

Two prominent financial institutions—First National Bank and Liberty Trust—recently received federal
approval to merge into a single entity. Seventy-eight percent of First National Bank’s assets were tied to
real estate loans, while Liberty Trust’s portfolio consisted primarily of vehicle and business loans,
representing 65 percent of its assets. As part of the merger,
it was essential for the loan application system from First
National Bank to be integrated into Liberty Trust's core
system, ensuring a seamless experience for both
employees and customers. Jordan Blake, an experienced IT
Project Manager, was tasked with overseeing this critical IT
integration, with the primary objective of merging the
systems without causing any downtime or availability
issues for customers. Given the need for uninterrupted
banking services, the integration had to take place during
non-banking hours, adding another layer of complexity.

Challenges and Risk Identification

As Jordan and his team delved into the project, it quickly became apparent that the integration would
require precise data mapping and active collaboration between the two banks' loan departments. Each
bank’s loan application system had unique data fields, necessitating alignment for seamless data flow
within the newly combined system. Additionally, both banks had set strict deadlines for various core
department integrations, with Jordan’s project being just one component of a larger, tightly scheduled
merger plan. Early in the planning phase, Jordan identified three significant risks that could impact the
project's success:

1. Data Mapping Discrepancies: The fields in First National Bank’s loan system didn’t align perfectly
with Liberty Trust’s core system, creating a risk of data inconsistencies during integration.

2. Security Protocol Compatibility: First National Bank’s security protocols were not fully
compatible with Liberty Trust’s system, posing potential data security concerns.

3. Limited Staff Training on the New System: Both banks’ loan departments had different processes,
and inadequate training on the integrated system could lead to operational delays and errors
post-integration.

Addressing the Foundational Issues

. 15 = : To address these foundational risks, Jordan implemented a comprehensive
: risk mitigation strategy that involved both technical adjustments and active
engagement with the banks' business leaders. First, he organized a cross-
functional team consisting of IT specialists, data analysts, and key
stakeholders from each bank's loan department. This team collaborated to
create a unified data mapping plan, ensuring all necessary fields from both
loan systems were accurately aligned. Jordan also worked closely with the
IT security teams from both banks to identify compatibility gaps and
establish a standardized security protocol that protected data integrity
throughout the integration process.




To prepare staff for the transition, Jordan coordinated targeted training sessions for both banks' loan
departments. This hands-on training ensured that personnel were well-versed in the integrated system's
functions, minimizing post-integration errors and facilitating a smoother adoption. Additionally, Jordan
scheduled dry-run integration tests during non-banking hours to validate the system’s functionality and
identify any remaining gaps, making adjustments as needed before the full launch.

Ensuring Long-Term Success Through Process and People Improvements

Beyond addressing the immediate risks, Jordan prioritized sustainable changes to enhance long-term
stability and adaptability. He established a structured communication and feedback loop between the
project team and both banks’ loan departments, ensuring ongoing alignment and responsiveness to
evolving requirements. Furthermore, he introduced a process improvement plan that incorporated
regular audits and follow-up training to address any emerging challenges. By empowering team
members from both banks to take ownership of their specific roles within the integrated system, Jordan
fostered a culture of accountability and continuous improvement.

Conclusion

This case highlights the importance of proactive risk management and cross-departmental collaboration
in complex IT integration projects, especially during a high-stakes bank merger. Through thorough
planning, stakeholder engagement, and targeted training, Jordan Blake successfully navigated the
complexities of the project, meeting the strict production deadline without system downtime. By
implementing sustainable improvements in both processes and personnel readiness, Jordan ensured a
seamless transition, laying the groundwork for operational resilience and future success in the newly
merged financial institution.



