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Mortgage Automation

A Practical Guide to Mortgage
Origination Automation
Automation can drastically reduce the need
for human intervention in the loan cycle so
employees can focus on what truly matters, the
borrower.
The mortgage industry is notorious for its lengthy manual handling
times and repetitive processes. The average loan process when
completed manually takes approximately 45 to 60 days1 . ICE Mortgage
Technology has also been quoted stating “it took 52 days to close
a mortgage as of March 2021”2. It’s not uncommon for a loan to
pass through 15 to 18 users3 from end-to-end which creates ample
opportunity for automation. The process begins with lengthy initial
disclosures that have a three-day compliance window in which the
mortgage lender must send the disclosure documents to the loan
applicant. Any delays on the initial disclosure or cures set the stage for a
poor borrower experience.
Trends such as margin compression, increasing regulations, and
accompanying compliance requirements4 fuel rising mortgage
origination costs that are approximately three times higher5 than those
of a decade ago.
1
https://themortgagereports.com/19487/how-long-does-it-take-to-close-a-mortgage-gina-pogol
2
https://themortgagereports.com/19487/how-long-does-it-take-to-close-a-mortgage-gina-pogol
3
https://www.hpa.services/impact-rpa-mortgage-lending/
4
https://www.flatworldsolutions.com/mortgage/articles/how-profit-margin-compression-affects-mortgage-lenders.php
5
https://www.hpa.services/impact-rpa-mortgage-lending/

Industry Volatility
Due to the mortgage industry’s volatility,
the last few years have proven to many that
a flexible automation strategy creates the
necessary resource elasticity for the future
and the growth of their company.

Steps to Success:

• Start small, think big, act quickly
• Identify ideal processes for automation
• Evaluate and prioritize processes to be
automated
• Agree to mortgage automation first
steps
• Partner with best-in-class providers
• Measure ROI and time-to-value

Start Small, Think Big, Act Quickly
With Intelligent Automation (IA), sometimes the
best advice is “start small, think big, act quickly”.
Companies committed to monolithic digital
transformation, while noble in intention, may
undervalue process-level transformation and are
at risk of missing the quick wins and faster time-tovalue. Start with an evaluation of individual processes
for their automation suitability (see fig 2, page 4).
Fast wins, in a “learn-as-you-go” atmosphere, will
ensure further process automation is done correctly
and efficiently.
By way of example, we find successful mortgage
lenders often automate initial disclosures first then
initial closing disclosures second at the process level,
vs. tackling an entire process like underwriting (see
fig 4, page 5).
How Intelligent Automation Separates Leaders
Over the last few years, Intelligent Automation has
changed the overall mortgage industry by drastically
reducing the loan cycle time and allowing lenders to
guarantee on-time closings for their borrowers.
Guild Mortgage is an early adopter of IA through
HPA, A Cognizant Company. Since implementation,
Guild has started a program called “Homebuyer
Express” (HBE) which is a 17-day closing guarantee.
Once the home goes under contract, Guild
guarantees a closing within 17 days or they will
reimburse the borrower $500 in closing costs1.
Wyndham Capital, another early adopter of IA
through HPA, offers a $10,000 on-time closing
guarantee. The closing times are 30-days for VA
loans and 40-days for Jumbo loans2. Wyndham
will cover up to $10,000 in closing costs or other
expenses related to the closing delay. Since starting
their automation journey, Wyndham has reduced
their average loan closing time by 20 days, an
average of 10+ days faster than the industry average
with fulfillment costs that are 33% lower than their
peers3.
What we will Cover
In this paper, we’re going to explore how smart
lenders future-proof themselves against volatile
market conditions, evaluate and prioritize processes
to be automated, discuss how intelligent automation
can support business continuity and growth during
feast and famine times, and discuss approaches to
ensuring success with automation initiatives.

with robots, accelerators, and connectors which
equates to a faster loan cycle, lower cost per loan
expense, and enhanced borrower experience.

Part I: Current Market Conditions
Over the last few years, the housing market
has mimicked a rollercoaster ride at a Six Flags
amusement park with unprecedented highs and
lows. In 2020, the global pandemic created by
COVID-19 created an economic meltdown that led
to drastically reduced federal interest rates creating
lower mortgage rates. According to Freddie Mac in
2020, 30-year US mortgage rates dipped below 3%
for the first time in history to 2.98%4.
Automation for all Circumstances
Due to the mortgage industry’s volatility, the last few
years have proven to many that a flexible automation
strategy creates the necessary resource elasticity for
the future and the growth of their company.
During feast times like we saw in 2020, automation
cuts loan cycle time, reduces errors, and allows
a company to scale up its loan volume without
having to hire more labor with expanding overhead.
Reducing errors decreases the loan cycle because
processors or underwriters don’t have to go back
into the loan to fix mistakes. Automation allows
organizations to scale up without overworking
current employees and hiring additional staff
because software robots work 24 hours a day, 7 days
a week without breaks or downtime.
In famine times, automation is essential to increase
profit margins, return on investment (ROI), and
reduce errors. With loan origination costs being
almost three times higher now than a decade
ago, margin compression is a top concern for all
lenders because it leads to lower profit margins for
the company. Reducing errors and cures during
a famine time is essential due to decreased loan
volume. Attracting applicants and supporting the
overall borrower experience to ensure satisfaction
need to be a top priority. Two bad reviews when
you’re processing 10,000 loans per month is one
thing, but two bad reviews when you’re processing
only 1,500 loans per month is another.
Automation initiatives can scale up and down
with the ebbs and flows of business volumes.
With automation, lenders can rise to the different
challenges posed by both scenarios.

Encompass® by ICE Mortgage Technology™ users
can automate up to 85% of mortgage originations
1
2
3
4

https://www.guildmortgage.com/cap-hbe-terms/
https://wyndhamcapital.com/on-time-closing-terms-and-conditions/
https://www.youtube.com/watch?v=Oo5aTsBs3hQ
https://www.ft.com/content/05a6e8aa-55f6-4ee9-be92-ea078051883e
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Fig. 1 Staggering Mortgage Statistics

Staggering Mortgage Statistics
23.8% - https://www.mba.org/2021-press-releases/july/june-new-home-purchase-mortgage-applications-decreased-238-percent
6.3 – https://www.cnbc.com/2021/07/26/housing-boom-is-over-as-new-home-sales-fall-to-pandemic-low.html
2.65% - https://time.com/nextadvisor/mortgages/mortgage-predictions-2021/
69% - https://themreport.com/daily-dose/06-10-2021/mortgage-lenders-remain-cautious-on-profit-margins
67.2% - https://www.cnbc.com/2021/07/28/mortgage-rates-at-six-month-low-and-refinances-shoot-up.html

Part II: Solutions

robot development and implementation time.

Evaluate and Prioritize Processes to be
Automated
IA is optimal for repetitive, manual, low complexity
tasks that involve lots of data but do not require
human decision-making. Top-performing robotic
process automation (RPA) practitioners configure
robots in a way that ensures compliance and
audit tracking and includes positive and negative
validations to ensure tasks are being completed
without error. Robots only complete tasks that they are
instructed to complete. The greater the complexity
of the process, the more factors that the robots must
account for, and the greater the risk of failure when a
change is made to back-end systems, which increases

To start, choose processes that are relatively stable
and well-understood by employees and managers as
this will make the process much easier to automate.
Knowing and understanding a process well allows it to
be documented with every single step and keystroke
accounted for which ultimately accelerates robot
development and implementation (see fig 3, page 4).
Choosing automation partners with a deep roster of
peers in mortgage lending and integrations with most
of the common technologies in the lending stack
ensures you are leveraging proven best practices,
finding areas to improve process efficiency, and
do not require custom code to work with existing
systems.

Constantly changing processes = greater change
management and manual intervention resulting in a slower
automation process and less ROI.
3

Fig. 2 Ideal Processes for Automation

Fig. 3 Ideal Process Automation Workflow
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Fig. 4 Ideal Mortgage Processes for Automation
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Pursue
Processes under the pursue category are ideal
for automation due to their large overhead cost,
long manual handling time, and repetitive work.
Automating these processes creates the most
immediate ROI for lenders. Disclosures have always
been a pain point for lenders due to regulations
and time sensitivity. These lend themselves well
to automation because they require precision,
accuracy, and speed. Lenders utilizing automation
for disclosures have achieved same-day disclosures
being sent to borrowers. With automation, lock
requests can be confirmed promptly avoiding price
fluctuations and the risk of the loan being locked
inaccurately, all while sending the disclosure to
the borrower sooner. In addition, the change of
circumstance’s (COC’s) robot processes everything
from determining if the COC is to be sent to a loan
estimate or closing disclosure, all the way to verifying
the information and finally sending out the COC
disclosure package. As for investor stipulations, the
solution retrieves data from investor websites for new
stipulations as needed and enters the information
into Encompass which allows the post-closer to

High

immediately satisfy conditions. MERS® registration
and MERS transfer solutions are built to save the
MIN summary as a PDF, attach the document to an
eFolder, and access the MERS system to complete
the registration or transfer.
Opportunity
Processes under the opportunity category have a
high potential for automation as they have access
to multiple systems to complete the task. These
processes also tend to be more complicated. In
addition to working across multiple systems, they
include several manual steps: opening emails,
recording information from PDFs, entering
information into various systems, and even sending
emails on the company’s behalf. The servicing
preparation robot auto-assigns final documents to
eFolder’s and uploads all requested documents to
the servicer’s website. The denial letters robot will
perform a check confirming if an eConsent was
received so the letter can be sent electronically or
by US mail. The robot then populates all necessary
data, dates the letter, and then sends it to all loan
applicants or prints a hard copy so the lender can
proceed with mailing.
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Watch
Processes in the watch category require a high level
of optical character recognition (OCR) performed
alongside RPA. Typically, these processes rely heavily
on data being reviewed, pulled, and added from one
source to another. The combination of OCR and RPA
ensures these processes run efficiently and smoothly
while validating data across multiple platforms.
Instead of a human using the “stare and compare”
method to ensure data integrity, the robot performs
these functions in a fraction of the time.

during the loan process.
Ignore
Processes in the ignore category require a high
level of complexity and rely on if/then statements
to determine the correct workflow, which is not an
optimal task for RPA.
Typically, these processes have many variances and
exceptions, which don’t create a well-defined process
path and make it hard to capture the appropriate
steps around which to build a robot. Robots are built
to be precise with highly repetitive, low complexity
tasks whereas the tasks in the Ignore category,
require extra intervention (if x happens then y and z
to be done, and so on).

The OCR / RPA combination can also be used to
open emails and attachments from borrowers, scan
the attached PDF document for data extraction, and
add the data into the LOS. Many lenders have now
begun to implement the OCR / RPA combination to
drastically cut down on errors and cures performed
Fig. 5 Automatable Processes in the Loan Cycle
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Typical Mortgage Automation First Steps
As discussed in the opening summary, early-stage
IA adopters got started automating initial disclosures
and initial closing disclosures due to their manual
handling times, repetitive nature, regulations, and
time sensitivity. Third-party orders are typically
next in the automation journey because they allow
processors to focus on other tasks and build more
meaningful relationships with borrowers, all while
reducing duplicate orders which translate directly to
cost savings. The following section details some of
the processes our clients tend to automate first (see

Not Ideal

fig 6, page 7).
Many lenders start with initial disclosures and
initial closing disclosures because they are lengthy
processes that require accurate validation of loan
information promptly. Third-party services require
accuracy and speed when validating borrower
information which makes them a great fit for
automation because it eliminates the “stare and
compare” between multiple screens. This manual
method exposes the loan to errors and is timeconsuming.
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Fig. 6 First Steps to Mortgage Automation

How to Achieve Automation Nirvana
Utilizing an RPA-as-a-Service model allows lenders
to take full advantage of the service provider’s Center
of Excellence (CoE) which leverages all mortgage
clients’ collective automation experience, as well as
both the automation and industry domain expertise
one would expect of a top-notch consultant. The
risk is then taken off the lender and assumed by the
service provider as they evaluate, develop, test, and
maintain intelligent automation initiatives. This allows
the lender to focus on what they do best, providing a
superior borrower experience.
Look for RPA-as-a-Service providers who bring
an extensive repository of pre-built, customizable
mortgage robots, accelerators, and connectors
to the table. This saves a large amount of time,
energy, and expense for lenders which equates to
faster implementation times and faster ROI. As the
industry goes through ebbs and flows, automation
scalability can be seamlessly increased or decreased
without having to hire or let go of staff.
In-house COEs for automation produce large
overhead costs due to the complicated nature of
the work and the dearth of expensive automation
specialists available on the market. Further, one
of the tangible benefits of working with an RPA-

as-a-Service CoE is when the vendor sees an
enhancement in the industry, or updates a robot to
accommodate a new release from ICE Encompass,
it can be immediately applied across all lenders
utilizing that CoE.

Part III: Conclusion
Choose Preferred Solution Provider Partners
The ICE Mortgage Technology Partner Network
allows automation providers to develop, connect,
and collaborate with both ICE and other partners in
the network. This partnership fosters idea sharing
and in-depth discussions to develop and enhance
past, present, and future automation initiatives. With
seamless integration with Encompass, ICE partners
drive the efficiency and development of intelligent
automation solutions which contribute to a better
borrower experience, happier mortgage employees,
and increased ROI for lenders.
Concluding Guidance
With continued low interest rates, decreasing profit
margins, and a decrease in overall home loan
volumes, the necessity for automation is becoming
critical for lenders. Automation including RPA and
OCR will increase margins, decrease the loan cycle,
and create an overall better borrower experience.
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Lenders have a high potential for automation as
many of the processes in the mortgage workflow
are easily translatable to robots. Using this paper
and following the guidelines above will create a clear
pathway for automation by creating a shortlist of
processes to target first, second, and third.
Ask the following questions about your
automation candidate process:
• Is it rules-based and repetitive?
• Does it access structured data?
• Does it support high volumes or flunctuations in
volume?
• Does it utilize a user interface or back-end API?
• Is it performed by more than one FTE?
• Is it relatively stable? (not changing often)?
• Does it have business value, i.e. would making it
more efficient help my bottom or top line?
• Is it high volume?

seasonal flexibility to keep pace with demand; easier
regulatory compliance with reduced chance of
penalty, greater productivity, interoperability and
ROI from your overall technology stack investment,
and ultimately, satisfied, loyal borrowers. Partner with
a proven, mortgage lending specialist RPA-as-aService provider to reap the fastest time-to-value and
ultimately ROI on automation initiatives.

Finally, the ROI of automation extends well beyond
shaving FTE time off of tedious and laborious
tasks. Not only is your staff freed for tasks that
require thought, analysis, and creativity, but your
business will benefit from faster loan origination
with higher quality to reduce the back-and-forth;

ICE Mortgage Technology™ Platform
ICE Mortgage Technology, a division of Intercontinental Exchange, Inc. (NYSE: ICE), is the leading cloud-based loan origination platform provider
for the mortgage industry. ICE Mortgage Technology solutions enable lenders to originate more loans, lower origination costs, and reduce the time
to close, all while ensuring the highest levels of compliance, quality, and efficiency. Visit icemortgagetechnology.com or call 877.355.4362 to learn
more.

About HPA, A Cognizant Company
HPA is the leading RPA-as-a-Service provider for organizations seeking secure, reliable intelligent automation solutions. As a proven automation Center of Excellence, we utilize our proprietary technology and extensive reusable code library to deliver scalable RPA programs that accelerate ROI and
reduce total cost of ownership. For more information, please visit hpa.services.

About Cognizant
Cognizant (Nasdaq-100: CTSH) is one of the world’s leading professional services companies, transforming clients’ business, operating and technology models for the digital era. Our unique industry-based, consultative approach helps clients envision, build and run more innovative and efficient
businesses. Headquartered in the U.S., Cognizant is ranked 185 on the Fortune 500 and is consistently listed among the most admired companies in
the world. Learn how Cognizant helps clients lead with digital at www.cognizant.com or follow us @Cognizant.
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