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From Merger to Momentum – How 
Proactive Data Strategy Supports Growth 
by M&A 
Mergers and acquisitions (M&A) can be transformative for financial 
institutions, offering opportunities for geographic expansion, increased 
deposits, and enhanced service capabilities. But success hinges on 
one crucial element: a proactive, modern data strategy. With the right 
foundation in place, banks and credit unions can move from merger 
to momentum, capitalizing on growth opportunities before Legal 
Day One, managing risk and integration during the technical merger, 
and positioning the combined entity for long-term innovation and 
operational infrastructure scalability. 

In this whitepaper, we will hear from three banking leaders who 
navigated growth by merger and acquisition in 2025, alongside industry 
experts from AWS and Snowflake. 

Meet Our Banking Leaders 

Troy Carmichael, SVP and Director 
of Enterprise Data Management at 
Renasant Bank 

Renasant Bank completed Legal Day 
One for its acquisition of The First 
Bancshares in April 2025, adding over 
$7 billion in assets and expanding its 
regional footprint. With Technical Day One 
approaching, Troy is leveraging Snowflake 
and Qlik Talend Cloud Integration 
to support a seamless integration 

between the two entities. His focus includes cultural onboarding, 
regulatory preparation, and maintaining operational continuity across a 
significantly expanded geography. 

“One of the reasons banks want to be part of us is what we’ve done with 
the data stack. We’re smaller than the biggest banks, but we’re more 
agile because we’ve kept the complexity out.” 
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Josh Nash, SVP and Director of IT at 
Camden National Bank 

Camden National Bank completed its 
acquisition of Northway Bank in early 
2025, expanding into New Hampshire 
and adding $1.3 billion in assets. This 
was Josh’s sixth acquisition, and notably, 
the first executed using a modern data 
architecture including Snowflake and 
Talend. The bank used a “rip and replace” 
strategy for systems and completed 

technical integration just ten weeks after Legal Day One, thanks to 
strong pre-planning and automation. 

“You’re not going to do great things by gently walking in. Be decisive. 
Provide clarity. Limit uncertainty. That’s what moves the organization 
forward.” 

Jared Silver, SVP of Innovation and Data 
Strategy at Hanscom Federal Credit 
Union 

Hanscom FCU is in the final stages of 
preparing for its first bank acquisition 
in nearly a decade - People’s Bank of 
Maryland - which will grow its assets 
to over $2 billion. The acquisition is a 
strategic move to increase commercial 
lending and expand into the Mid-Atlantic. 
Jared, a first-time M&A leader, is focused 
on compliance and communication ahead 

of Legal Day One, with significant emphasis on using data to understand 
the new member base and mitigate risk. 

“So much more is possible today than it was yesterday... The 
modernization we’ve done in the data stack is setting us up as a diving 
board to do modernization in other areas.”
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Navigating the M&A Climate in 2025 
In 2025, mergers and acquisitions among regional banking institutions 
are rebounding sharply after a quieter cycle in prior years. With a more 
permissive regulatory posture, banks are finding the environment ripe 
for strategic consolidation. Legislative proposals, such as the recent 
overturn of the OCC bank merger rule, are further reducing deal friction, 
accelerating M&A pipelines.  

James McGeehan, Head of Banking and Capital Markets at Snowflake, said 
banking leaders are taking note.  

“There’s an expectation for a much lower regulatory burden on M&A 
transactions,” James said. “The ability to scale is imperative.” 

This favorable climate is especially relevant for mid-sized and community 
banks, where strategic growth increasingly depends on digital 
modernization and customer experience differentiation. Forward-thinking 
institutions are actively pursuing acquisitions to expand geographically, 
strengthen deposit bases, and gain access to more robust digital 
infrastructures.  

Renee Lau, Industry Principal for Banking at AWS, noted that conditions are 
favorable for institutions that are prepared.  

“With the valuations beaten down a bit, and some guardrails off of 
regulation, I think there’s a lot more drive to push forward,” Renee said. “But 
you can only really leverage that if your data house is in order.” 

Not all banks and credit unions are equally positioned to take advantage of 
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growth by M&A. Josh Nash, SVP and 
Director of IT at Camden National 
Bank, emphasized that success in 
today’s M&A environment requires 
foresight and foundational strength. 
In January, Camden National Bank 
completed the acquisition of 
Northway Financial.  

“It’s the preparation you do ahead 
of time,” Josh said. “Everybody can 
perform well when the markets are in 
your favor, but when those uncertain 
times show themselves, are you 
strategically placed to expand your 
institution?”  

Institutions with agile data strategies 
and mature data management can 
move quickly, integrate efficiently, 
and minimize customer disruption, 
turning consolidation into a 
competitive advantage. 

Banking leaders must balance opportunity with operational readiness 
to respond quickly in changing markets. For Troy Carmichael, SVP and 
Director of Enterprise Data Management at Renasant Bank, data is king. 

“Any type of growth strategy is a data strategy,” Troy said. “Data flow is 
liquidity; the better we can get it to flow, the better we can scale.”  

In a consolidating market, those who have laid the foundation with scalable 
data architecture and cultural clarity are best equipped to thrive. 

Laying the Data Management Foundation - 
Acquire or Be Acquired 
That foundation has been years in the making for leaders like Josh Nash, 
who began with a one-and-a-half-person team and built a modern data 
architecture centered around Snowflake and Qlik Talend Cloud Integration.  

Camden National Bank’s decisions weren’t made in anticipation of a 
specific deal; they were part of a long-term strategic move toward 
scalability and self-sufficiency.  

“We’ve just self-funded everything,” Josh explained. “It takes time, but if 

“It’s the preparation 
you do ahead of time. 
Everybody can perform 
well when the markets 
are in your favor, but 
when those uncertain 
times show themselves, 
are you strategically 
placed to expand your 
institution?”

Josh Nash, SVP and Director of IT at 
Camden National Bank
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you build automation into your 
analytics and integrate governance 
into your pipelines, then when the 
opportunity comes, you’re ready.”  

Camden National Bank’s robust 
data architecture helped it 
complete its most recent M&A 
technical conversion in just 10 
weeks, faster and more confidently 
than any previous effort. 

At Renasant Bank, Troy Carmichael 
emphasized an agile data 
management architecture that 
supported its recent M&A and 
the growth of an enterprise data 
culture.  

“We’ve built a foundation that’s 
not just technically sound, but 
simple and scalable. The goal was 

to eliminate complexity, so we can move fast and help our people grow 
into the capabilities we’ve unlocked,” Troy said. “That’s what makes the 
organization stronger after the merger—not just new systems, but a culture 
that can use them.”  

With a streamlined data environment powered by Snowflake and Qlik 
Talend Cloud Integration, Renasant has positioned itself to integrate 
acquired institutions efficiently while supporting sustained, scalable 
growth well into the future. 

Hanscom Federal Credit Union’s data estate modernization with Snowflake 
and Qlik Talend Cloud has also contributed to its M&A readiness. While 
looking ahead to Legal Day One, Jared Silver, SVP of Innovation and 
Data Strategy at Hanscom Federal Credit Union, said his team is already 
poised to act decisively thanks to the data modernization work they’ve 
undertaken over the past few years.  

“So much more is possible today than it was yesterday,” Jared said. “The 
modernization that we’ve done in the data stack is setting us up as a diving 
board to do modernization in other areas.”  

Thanks to its proactive investment, when Hanscom Federal Credit Union 
brings on new customers, it will be equipped to understand, engage, and 
serve them immediately.  

“So much more is 
possible today than 
it was yesterday. 
The modernization 
that we’ve done in 
the data stack is 
setting us up as a 
diving board to do 
modernization in 
other areas.”

Jared Silver, SVP of Innovation and 
Data Strategy at Hanscom Federal 
Credit Union
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Preparing for Legal Day One: Navigating 
Constraints with Strategic Planning 
Legal Day One, the point at which the acquiring institution legally takes 
ownership of the acquired entity, is one of the most delicate periods in 
the M&A lifecycle. Despite the urgency and complexity of the impending 
integration, strict regulatory boundaries limit what can be done before this 
official handoff. Acquiring banks and credit unions cannot access systems 
or customer data, begin any technical integration, alter staffing structures, 
or implement policy or branding changes until the deal legally closes. This 
regulatory firewall is designed to protect data privacy, uphold consumer 
protections, and ensure that the acquired institution continues to operate 
independently until the transaction is complete. 

Within these constraints, banking leaders must focus on what is possible: 
preparation. Josh Nash used the time leading up to Legal Day One to align 
internal expectations and secure executive consensus. 

“We came together with a list of expectations and shared it with the 
executive team, and that allowed us to move forward quickly,” Josh explained. 
By defining a clear framework around what data would be brought over, 
how retention would be managed, and what systems would remain in place, 
Camden created certainty when little could be acted upon technically.  

As Jared Silver helped prepare for Hanscom Federal Credit Union’s first bank 
acquisition, he said the period was dominated by planning and analysis 
rather than execution.  

“There’s not much we can do from an IT standpoint,” Jared said. “But we’re 
doing a lot of planning and gap analysis to make sure things are as seamless 
as possible.”  

Without access to systems or full visibility into People’s Bank of Maryland, 
Jared’s team focused on mapping the data architecture, identifying 
unknowns, and developing flexible post-close workflows that could adapt to 
real-time discoveries once access was granted. 

Despite the strategic limitations, preparation for Legal Data One creates new 
external risks, most notably, customer attrition.  

“The moment they know the bank is changing, that’s when customers are 
more likely to move,” Jared said. “You’ve got to get your marketing aligned 
fast.” With competitors eager to capitalize on uncertainty, Hanscom Federal 
Credit Union’s preparation for Legal Day One also included developing 
targeted communication strategies, training frontline staff, and preparing 
FAQs that will reassure account holders and reinforce continuity. 
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Legal Day One to Technical Day One: 
Strategy Meets Execution 
If Legal Day One is about setting the stage, Technical Day One is show 
time. The time between Legal Day One and Technical Day One determines 
how effectively institutions can transition from merger to momentum. 
It’s a narrow, high-stakes window where teams are legally cleared to 
access systems, connect infrastructure, and begin migrating data, all while 
maintaining daily operations and customer trust. Those who use this time 
wisely position themselves for a smoother, more controlled Technical Day 
One.  

At Hanscom Federal Credit Union, Jared Silver planned for this critical 
interval as he awaited Legal Day One, even without access to acquired 
systems or vendors. “We’ve done as much as we can planning for our 
technology migrations and conversions,” Jared said. “We can’t yet reach 
out to their vendors to let them know their contracts are ending, but all the 
planning is in place to understand what’s moving, how we’re moving it, and 
the numbers. We’re getting ready to hit the ground running.” 

Moving decisively was critical during Camden National Bank’s completed 
M&A. Camden National opted to fully replace rather than reconcile 
disparate systems, a move that created clarity and speed.  

“We decided to rip and replace,” Josh Nash said. “That allowed us to 
integrate very rapidly.” 

This decision paid dividends when it came time to validate the data.  

“We were able to review half a billion records in an hour,” he explained. 
“That gave us confidence.”  

Alongside operational overhauls, data leaders must navigate cultural 
mergers. Troy Carmichael said navigating the cultural merger is the most 
important facet of a successful M&A. 

“We’re acquiring deposits and loans, but merging the culture,” Troy said. 
“That’s where the little things matter most. If you don’t realize that, you can 
make mistakes that carry with you a long time.”  

Empathy, clear communication, and intentional onboarding are critical, he 
continued. 

“Good onboarding matters,” Troy explained. “Make them feel they’re part of 
one team, not formerly of somewhere else.”  

Even with all the preparation in place, banking leaders recognize that 
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Technical Day One is never risk-free. To 
de-risk the process, Camden National 
Bank pre-seeded 99% of the acquired 
data before the conversion weekend, 
allowing them to focus on catching up 
instead of catching surprises.  

With a streamlined data architecture, the 
conversion went smoothly.  

“We had all of our ATMs online two weeks 
ahead of conversion,” Josh said. “By 
Sunday afternoon, we had a complete 
data set in Snowflake. On Monday, reports 
were already running.” 

Moving Forward as One: 
Turning Integration into 
Impact 
When the curtain falls after Technical Day 
One, the focus for banking data leaders 
shifts from execution to impact. The months following Technical Day One 
are critical—not just for stabilizing operations, but for delivering on the 
promise of the merger. Institutions that have modernized data architecture 
and embedded agility into their processes are positioned to move from 
merger to momentum, transforming operational efficiency into strategic 
growth. 

As complicated as mergers and acquisitions can be, Troy Carmichael said 
they present an opportunity to focus on the basics. 

“We had to get the basics right,” Troy said. “Now we’re focused on how 
we grow - organically and strategically. This merger gives us a deeper and 
wider platform to build from.”  

As a combined entity, Renasant Bank is ready to continue to grow and 
serve. 

“There’s a scale and efficiency, especially in the data space, that becomes 
an accelerator,” Troy explained. “It’s what gives us the advantage to be the 
acquiring bank instead of the one being acquired.” 

For Renasant Bank, Camden National Bank, and Hanscom Federal Credit 
Union, the goal is more than merging two organizations; it is to operate as 

“There’s a scale and 
efficiency, especially 
in the data space, 
that becomes an 
accelerator,” Troy 
explained. “It’s 
what gives us the 
advantage to be 
the acquiring bank 
instead of the one 
being acquired.”

Troy Carmichael, SVP and Director 
of Enterprise Data Management at 
Renasant Bank
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something better, smarter, and more capable than either entity was alone. 

Unlocking that potential requires leadership teams to think beyond the 
migration checklist and turn attention to creating enterprise-wide value. 
With the right data infrastructure in place, analytics can shift from reactive 
to predictive. Teams can monitor new customer segments, uncover hidden 
opportunities, and dynamically adjust product strategies in near real-time. 
At Hanscom Federal Credit Union, Jared Silver counted down the days to 
when he could start using the integrated data.  

“I’m data hungry, I want as much data as I can get my hands on,” Jared 
said. “Then, I can figure out what to do with it: population patterns, product 
changes, marketing opportunities. It all feeds into how we move forward.” 

With the new data, comes new opportunities. 

“We’re merging with an insurance business - we don’t even have that yet. I 
can’t wait to get my hands on the data and figure out the patterns,” Jared 
added. “That’s where opportunity lives.” 

Crucially, an M&A should create better experiences for the customer. The 
most successful M&A outcomes are those where customers experience 
faster service, more tailored offerings, and a better digital experience 
without ever noticing the complexity behind the scenes. A unified data 
foundation makes it possible to offer continuity and personalization, even 
as internal systems shift.  

At Camden National Bank, customers could see the benefit immediately. 

“On Monday, we were producing reports that covered both footprints,” 
Josh Nash said. “That meant we could immediately start serving the 
full customer base as one - same visibility, same standards, same 
responsiveness. That’s a big deal for the customer.” 

Troy said building on Renasant Bank’s success through M&A reflects his 
core values as a community banker.  

“All banking is community banking,” Troy explained. “You’re still serving real 
people, real businesses. With the scale and data we’ve gained, we can do it 
better and without losing what made us trusted in the first place.” 

The true ROI of a merger is not just measured in financial terms, but in how 
effectively a bank uses the moment to redefine its future. Proactive data 
management can help banks and credit unions grow, lead, and thrive in the 
next chapter.  

“It took years to build our stack,” Josh explained. “But now we’re in a place 
where we can move fast and lead the conversation, not follow it.”
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About Passerelle

Passerelle connects data to action. Our purpose-driven engineering 
supports Agile Data Governance and AI-Readiness. We leverage 
partnerships with leading-edge data technology across the data value 
chain, spurring adoption through our IP and blueprints, technical expertise, 
and use-case-based deployment.  

In addition to engineering and system integration services, Passerelle is 
the creator of Data Rocket®, an end-to-end acceleration architecture 
that modernizes data infrastructure and delivers critical business 
insights - securely and accessibly. Data Rocket unlocks industry-best 
data technology for businesses of any size, with a focus on data quality, 
scalability and advanced data applications. 

Passerelle works with companies at any stage of technology adoption, 
from holistic data estate modernization to cloud and cloud hybrid 
migration, API services, ETL engineering, custom dashboards, ML and 
AI integration, predictive analytics solutions, and ongoing consulting 
and support. We work in data-intensive industries, including financial 
services, healthcare, public health, energy, manufacturing, retail and higher 
education.  

www.passerelledata.com

DATA TO ACTION


