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The corporate banking paradox: If technology
makes diversification cheaper, will consolidation
still pay in efficiency?
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For years, the case for consolidating banking relationships has been compelling.

Corporate treasury teams face constant pressure to streamline operations, reduce complexity and do more
with fewer resources. Consolidating banking relationships can streamline cash management, deepen strategic
partnerships and channel more business to banks providing essential credit commitments. Accordingly, the
average number of banks used by large U.S. companies for credit has fallen significantly since 2019.
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Respondents: Based on 216 respondents.
Source: Coalition Greenwich Voice of Client — 2025 U.S. Corporate Banking Study

Yet, the trend contains a paradox: Companies are reducing banking relationships as technology makes a
diverse provider network easier to maintain.

The consolidation story

The forces driving consolidation are familiar. While large corporates generally retain strong access to capital
and alternative sources of financing, treasury teams are increasingly focused on reducing operational
complexity and controlling costs.
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Respondents: Based on 243 respondents.
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As a result, many companies have concluded that they can safely concentrate business among a smaller
group of core banking partners. This consolidation is also supported by the increasingly broad capabilities of
leading U.S. banks, which can meet more corporate needs through a single relationship and reduce reliance



on specialist providers. The benefits are tangible: Fewer relationships to manage, simplified treasury
operations and deeper engagement with the banks that matter most to the organization.

The technology shift few are talking about

However, another trend is unfolding beneath the surface.

Historically, each additional banking relationship brought significant onboarding, connectivity, integration and
maintenance costs. Those barriers are beginning to fall.

Most corporates still use traditional host-to-host connections, but APl adoption among large U.S. companies
rose from 21% to nearly 30% in one year. Connectivity upgrades also rank among treasury teams’ highest
technology priorities.

Modern connectivity is making it easier to add regional banks, fintechs, payment providers, and other
specialists alongside global banks. Onboarding is becoming less resource-intensive.

In the meantime, technology is reinforcing consolidation. Banks are embedding their platforms more deeply
into treasury workflows, helping the broadest and most seamless providers capture more business.
Technology lowers diversification barriers even as it makes core relationships harder to displace.
Diversification no longer has to mean complexity

Traditionally, companies faced a trade-off between efficiency and diversification. More providers meant more
resilience, but also more complexity. Fewer providers delivered simplicity, but concentrated risk.

Technology is steadily changing that equation.

As connectivity improves, companies may be able to retain the risk-management benefits of diversification
without bearing the full operational burden. Maintaining a handful of secondary banking relationships, once
viewed as inefficient, could become far more practical.

The question treasury teams should be asking

The objective is not to reverse consolidation.

For many companies, concentrating business among trusted core banking partners remains entirely rational.
However, treasury teams should challenge themselves to think beyond today's operating environment and
consider how resilient their banking structures would be during periods of disruption.

If a credit disruption, market shock, bank merger, or service issue emerges, how quickly could alternative
providers be activated? And would those providers already be integrated into key treasury workflows?

In the past, maintaining those options came at a significant cost. Increasingly, that is no longer the case.



The irony is that companies are consolidating relationships just as technology makes diversification easier.
The most forward-looking treasury organizations may be the ones that recognize they no longer need to
choose between efficiency and flexibility.
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Coalition Greenwich, a division of CRISIL, an S&P Global Company, is a leading global provider of strategic
benchmarking, analytics and insights to the financial services industry.

We specialize in providing unique, high-value and actionable information to help our clients improve their
business performance.

Our suite of analytics and insights encompass all key performance metrics and drivers: market share, revenue
performance, client relationship share and quality, operational excellence, return on equity, behavioral
drivers, and industry evolution.

About CRISIL

CRISIL is a leading, agile and innovative global analytics company driven by its mission of making markets
function better. It is majority owned by S&P Global Inc., a leading provider of transparent and independent
ratings, benchmarks, analytics, and data to the capital and commodity markets worldwide.

CRISIL is India’s foremost provider of ratings, data, research, analytics, and solutions with a strong record of
growth, culture of innovation, and global footprint.

It has delivered independent opinions, actionable insights and efficient solutions to over 100,000 customers
through businesses that operate from India, the U.S., the U.K., Argentina, Poland, China, Hong Kong, and
Singapore.

For more information, visit www.crisil.com
Disclaimer and Copyright

This Document is prepared by Crisil Coalition Greenwich, which is a part of Crisil Ltd, a company of S&P
Global. All rights reserved. This Document may contain analysis of commercial data relating to revenues,
productivity and headcount of financial services organisations (together with any other commercial
information set out in the Document). The Document may also include statements, estimates and projections
with respect to the anticipated future performance of certain companies and as to the market for those
companies’ products and services.

The Document does not constitute (or purport to constitute) an accurate or complete representation of past or
future activities of the businesses or companies considered in it but rather is designed to only highlight the
trends. This Document is not (and does not purport to be) a comprehensive Document on the financial state
of any business or company. The Document represents the views of Crisil Coalition Greenwich as on the date
of the Document and Crisil Coalition Greenwich has no obligation to update or change it in the light of new or
additional information or changed circumstances after submission of the Document.
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This Document is not (and does not purport to be) a credit assessment or investment advice and should not
form basis of any lending, investment or credit decision. This Document does not constitute nor form part of
an offer or invitation to subscribe for, underwrite or purchase securities in any company. Nor should this
Document, or any part of it, form the basis to be relied upon in any way in connection with any contract
relating to any securities. The Document is not an investment analysis or research and is not subject to
regulatory or legal obligations on the production of, or content of, investment analysis or research.

The data contained in the Document is based upon a particular bank’s scope, which reflects a bank’s data
submission, business structure, and sales revenue Reporting methodology. As a result, any data contained in
the Document may not be directly comparable to data presented to another bank. For franchise
benchmarking, Crisil Coalition Greenwich has implemented equal ranking logic on aggregate results i.e., when
sales revenues are within 5% of at least one competitor ahead, a tie is shown and designated by = (where
actual ranks are shown). Entity level data has no equal ranking logic implemented and therefore, on occasion,
the differences between rank bands can be very close mathematically.

The data in this Document may reflect the views reported to Crisil Coalition Greenwich by the research
participants. Interviewees may be asked about their use of and demand for financial products and services
and about investment practices in relevant financial markets. Crisil Coalition Greenwich compiles the data
received, conducts statistical analysis and reviews for presentation purposes to produce the final results.

THE DOCUMENT IS COMPILED FROM SOURCES CRISIL COALITION GREENWICH BELIEVES TO BE RELIABLE.
CRISIL COALITION GREENWICH DISCLAIMS ALL REPRESENTATIONS OR WARRANTIES, EXPRESSED OR IMPLIED,
WITH RESPECT TO THIS DOCUMENT, INCLUDING AS TO THE VALIDITY, ACCURACY, REASONABLENESS OR
COMPLETENESS OF THE INFORMATION, STATEMENTS, ASSESSMENTS, ESTIMATES AND PROJECTIONS, ANY
WARRANTIES OF MERCHANTABILITY OR FITNESS FOR A PARTICULAR PURPOSE ARISING OUT OF THE USE OF
ALL OR ANY OF THIS DOCUMENT. CRISIL COALITION GREENWICH ACCEPTS NO LIABILITY WHATSOEVER FOR
ANY DIRECT, INDIRECT OR CONSEQUENTIAL LOSS OR DAMAGE OF ANY KIND ARISING OUT OF THE USE OF ALL
OR ANY OF THIS DOCUMENT.
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