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A Foundation of Trust:
A New Model for Digital
Mortgage Operations

How to build resilient lending operations in an era of margin
pressure, regulatory complexity, and digital-first borrowers.




N
D

Executive Summary

The mortgage industry is standing on a fault line,
and the ground is beginning to crack.

Margin pressure is eroding the financial stability of even established lenders.
Regulatory demands accelerate faster than teams can absorb them. Borrowers
expect instant digital experiences that legacy systems simply cannot deliver.
And the servicing safety net that once protected the business has frayed.

Under this pressure, many lenders have rushed to stack digital solutions on
top of complex structures. They've automated workflows that still require
manual intervention, integrated systems that exchange only partial data, and
digitized processes that break the moment an exception occurs.

The result is a house of cards.

These operations may look impressive, but they're built on
fragile, disconnected components. Manual processes form
the wobbly base. Siloed data creates blind spots. Compliance
becomes a frantic last-minute scramble. High acquisition
costs with zero retention drain profitability. Pull out any single
card, and the entire structure threatens to collapse.

It doesn't have to be this way.

Sutherland's TRUST framework transforms the fragile house of cards

into a foundation built with bricks: resilient mortgage operations rooted
in Al that learns, compliance embedded by design, underwriting
expertise that scales, servicing that drives lifetime value,

and transparency that eliminates blind spots.

This whitepaper will:

> Diagnose the seven critical vulnerabilities that
make modern mortgage operations fragile

> Introduce the TRUST framework as the blueprint
for resilient, profitable operations

) Show how Sutherland delivers this transformation



A Market Under Margin Pressure
MaXim um Pressu re When every loan loses money, optimization isn’t a lofty goal: it’s a

necessary step to ensure survival. Profitability has all but evaporated for

. - many lenders.
US mortgage lenders are operating in one of the most unforgiving y

environments the industry has faced in decades. Elevated interest rates According to the Mortgage Bankers Association (MBA), the average cost

continue to suppress refinance volumes, and operating and compliance costs to originate a loan reached $12,579 in the first quarter of 2025, with a
are rising simultaneously." Profitability has effectively disappeared across much pre-tax net loss of $28 per loan.?

of the market, with many lenders now losing money on the average loan.? o
When lenders lose money on every origination, here’s what happens:

- Traditional profitability levers like hiring, outsourcing, or reorganizing are
no longer enough to bring them back into the black.

Mortgage by the numbers Small inefficiencies become major losses: one day of processing delay,

Affordability is at its lowest in 20 years, building permits are costs thousands

down 8% YoY, and housing supply is plummeting.? Each manual exception creates compliance risk.

Mortgage delinquencies are rising again, with FHA loans Every abandoned digital journey raises acquisition costs.

exceeding 10% delinquency rates in some segments.*

/!

The mortgage ecosystem is being reshaped by powerful forces — margin
pressure, regulatory change, and rapid digitalization. Each factor alone

1Key insights for the mortgage industry heading into 2025

would warrant change: together, they are ushering in total transformation. —— 2 |MBs Report Slight Production LosseSMyFirst Quarter of 202%

2 US Mortgage Performance Report

4 FHA loans drive mortgage delinquency increasein Q3 2025
5 IMBs Report Slight Production Losses in First Quarter of2025



https://www.mba.org/news-and-research/newsroom/news/2025/05/16/imbs-report-slight-production-losses-in-first-quarter-of-2025
https://www.bakertilly.com/insights/key-insights-for-the-mortgage-industry-for-2025
https://www.mba.org/news-and-research/newsroom/news/2025/05/16/imbs-report-slight-production-losses-in-first-quarter-of-2025
https://www.mba.org/docs/default-source/research-and-forecasts/members-only-research/us-mortgage-performance-report3738855b-ec83-454c-b3ec-b7ef4d41d87d.pdf?sfvrsn=29a6d3b9_1
https://www.mba.org/docs/default-source/research-and-forecasts/members-only-research/us-mortgage-performance-report3738855b-ec83-454c-b3ec-b7ef4d41d87d.pdf?sfvrsn=29a6d3b9_1
https://www.housingwire.com/articles/mortgage-delinquency-rate-q3-2025/
https://www.mba.org/news-and-research/newsroom/news/2025/05/16/imbs-report-slight-production-losses-in-first-quarter-of-2025

Regulatory Overload

Regulatory complexity has outpaced the industry’s ability to manage it
manually. Mortgage operations have always been compliance-intensive, but
the fallout from the financial crisis of 2008 altered the regulatory landscape
beyond recognition. Current processes cannot support current systems.

Yet a recent survey of financial services leaders found that 65% of
organizations still execute most of their regulatory workload manually,
forcing 68% into reactive ‘firefighting’ mode rather than proactive risk
management.®In 2025, regulatory scrutiny has intensified, with a growing
focus on fair lending, third-party oversight, model risk management, and
operational resilience.’

For mortgage lenders, this translates into:

- Audits that lag behind production
- Higher repurchase risk
- Growing scrutiny on appraisal bias, valuation integrity, and fair lending

- Servicing oversight obligations that require real-time insight across
thousands of loan files

6 Financial Services: Research Shows Regulatory Burden Increased 35% YoY

7 Fair Lending Enforcement Trends: What We’re Seeing in 2025

8 Riding the storm: How consumer finance companies can survive and thrive

2 Brokering growth in the mortgage market

1 Homeowner Satisfaction with Mortgage Servicers Declines Sharply, J.D. Power Finds

" Homeowner Satisfaction with Mortgage Servicers Declines Sharply, J.D. Power Finds

The Digital Expectation Gap

Borrowers don’t compare your mortgage experience to other lenders: they
compare it to Amazon, Venmo, and Stripe. Because they receive instant
validation and seamless digital journeys for everything else, borrowers no
longer accept that mortgage applications take weeks.

According to McKinsey, more than 60% of consumers prefer to purchase
financial products online.?2 Even more telling, 72% of customers begin their
loan journey digitally.® At the same time, customer satisfaction with mortage
services is declining year on year, down by 10 points compared to 2024.

Increasingly, borrowers look for:

« Instant document validation « Proactive servicing updates

« Real-time loan status - Simple, mobile-first workflows

Key to customer loyalty are easy access to loan information (36%) and flexible
ways to make a mortgage payment (27%)." When lenders cannot deliver an
effortless experience, borrowers leave — not because of pricing, but because
competitors offer less friction.

In this high-stakes environment, many ‘digital solutions’ for lenders amount
to a modern house of cards. They may address one symptom but introduce
fragility elsewhere, destined to collapse under the slightest pressure.
Lenders need a different foundation: one built with bricks, not cards.
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https://www.dnb.co.uk/blog/compliance-risk/financial-services-compliance-regulatory-demands-survey.html
https://www.mckinsey.com/industries/financial-services/our-insights/riding-the-storm-how-consumer-finance-companies-can-survive-and-thrive
https://raddllc.com/fair-lending-enforcement-trends-2025/
https://www.mckinsey.com/industries/financial-services/our-insights/brokering-growth-in-the-mortgage-market
https://www.mckinsey.com/industries/financial-services/our-insights/riding-the-storm-how-consumer-finance-companies-can-survive-and-thrive
https://www.mckinsey.com/industries/financial-services/our-insights/brokering-growth-in-the-mortgage-market
https://www.mckinsey.com/industries/financial-services/our-insights/brokering-growth-in-the-mortgage-market
https://www.jdpower.com/business/press-releases/2025-us-mortgage-servicer-satisfaction-study
https://www.mckinsey.com/industries/financial-services/our-insights/brokering-growth-in-the-mortgage-market
https://www.jdpower.com/business/press-releases/2025-us-mortgage-servicer-satisfaction-study

The Anatomy of a
House of Cards

Despite massive investment in digital
transformation, many lenders still operate
on fragile foundations. They've layered
automation on top of manual inefficiencies.

These fragilities manifest as seven core
operational vulnerabilities. Each weakness
depends on the one below it. Each failure
threatens to bring down the entire structure.

A high-cost, low-retention
cycle destroys profitability
by eroding lifetime value

A lack of real transparency
traps leaders in operational
fog with no real-time insights

Manual workflows
drain productivity and
destabilize operations

Legacy technology creates
an inability to innovate

and leaves lenders lagging
behind agile competitors

Treating compliance as
an afterthought increases
regulatory risk

Incomplete and siloed data

blinds lenders to the true
state of their pipeline

The accelerating talent
and knowledge drain
weakens loan quality




Manual
Processes

Many mortgage workflows still depend heavily
on human intervention. This is the result of a

digital transformation that automates tasks without

addressing the process-level inefficiencies that
create those tasks in the first place.

This is the foundation of the entire structure.
When volume spikes, these manual tasks
compound and the base buckles. When volume
drops, fixed labor costs become crushing.
When a key processor is out sick or quits, loans
stall in the pipeline. Everything above this card
is only as stable as this manual foundation.
And it's not stable at all.
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Incomplete and
Siloed Data
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Mortgage lending is fundamentally about information,

yet most lenders operate with fragmented data
ecosystems where key details are scattered across
dozens of systems. This fragmentation leads to
operational inefficiencies, underwriting inconsistencies,
compliance risk, and servicing disconnects.

Every decision in your operation sits on top of this card.
If the data is wrong, incomplete, or inaccessible, every
card above it weakens. Underwriting makes decisions
without critical information. Compliance misses red flags.
Servicing can't personalize communication.

Pull this card out, and you realize the entire structure was

built on guesswork.

Lack of Real
Transparency

Most lenders operate with blind spots: areas where
leaders, managers, and staff cannot clearly see
performance, quality, or risk. These blind spots

are not the result of negligence, but outdated
systems, incomplete integrations, and partner
relationships that lack operational clarity.

Without real-time visibility, providers face:

« Delayed or incomplete reporting
- Fragmented oversight of third-party partners
- Limited access to granular data

- Lags in compliance discoveries

Transparency is crucial to understanding how your
business works — and where it doesn’t. Without this
card, you’re just hoping the other cards around
your operations will hold together. And hope isn’t
a strategy.
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Compliance as
an Afterthought

Compliance reviews frequently occur at the end of the origination process
or in periodic servicing audits. This reactive model creates bottlenecks,
slows timelines and exposes lenders to regulatory surprises.

Because compliance isn't integrated into the fabric of the process, this card
becomes one of the most precarious in the stack. A single miss can trigger
catastrophic collapse. A missed disclosure. An appraisal that doesn't meet
investor guidelines. A fair lending violation discovered six months too late.

When compliance is reactive instead of proactive, lenders face:

- Delayed discovery of issues

- Inconsistent adherence to investor guidelines
- Rising repurchase risk

- Escalating QC workloads

« Reputational exposure

Without proactive design, this is the card most likely to fall.

4
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You spend a fortune on marketing and lead generation to acquire a borrower.
They close. Then they disappear. When rates drop or they need cash, they go
wherever offers the least friction — which is rarely you, because you haven't
stayed in touch and your digital experience is clunky.

Without a foundation for customer lifetime value, this card sits dangerously
high in the structure, adding weight without providing stability. Your entire
business model becomes inherently fragile. Cost-to-originate stays sky high
because you're constantly acquiring new customers instead of nurturing existing
ones. During market downturns, when origination volume drops, there's no
servicing relationship to fall back on.

And when this top-heavy card tips, it doesn’t fall alone. It shifts the entire stack,
creating a domino effect that destabilizes every card beneath it. You're stuck in
an acquisition hamster wheel, and every downturn threatens to knock not just

this card, but the entire structure over.
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Talent and
Knowledge Drain

The mortgage industry is facing a demographic cliff:
experienced professionals are retiring at a faster
rate than new talent is entering the field. At the
same time, rising complexity demands more, not
less, expertise.

This card represents your people; the intellectual
property that holds up the entire underwriting
function. When it's removed, loan quality degrades.
Exception handling becomes inconsistent. Training
new staff takes months instead of weeks.

Due to manual and opaque processes, your best
staff are leaving your business without transferring
their knowledge effectively. Your core intellectual
property is just walking out the door. When this
card slips, the entire upper structure goes with it.
Without a strategy for preserving and scaling human
expertise, lenders lose the intellectual foundation of
their business.

Inability to
Innovate

Innovation speed is emerging as the defining
differentiator in mortgage operations. Yet within
today’s house-of-cards legacy environments, the
inability to innovate becomes the unused joker:

a card with the power to change the game, but
impossible to play when the structure is too brittle
to support it. Any attempt to introduce something
new risks destabilizing everything around it.

Introducing a new product. Testing out a new POS
workflow. Deploying Al in underwriting. Rolling out
agentic servicing capabilities. With systems that aren’t
digitally transformed, these initiatives can take months
or even years, while digitally native competitors can
launch updates in weeks. The innovation card is
there, but the system simply can’t accommodate it.

Digitally native competitors, however, can play their
joker. The result is a widening competitive gap.
When innovation becomes the pressure that
collapses a fragile structure for some lenders but
propels others forward, the opportunity cost is
enormous.

The whole structure is interconnected.
The instability compounds. And the
collapse is inevitable.

These seven vulnerabilities don't exist
in isolation. They're cards stacked on
each other: each weakness depending
on the one below it, each failure
threatening everything above it. This is
why quick fixes don't work.

This is why you need a foundation

made of bricks, not cards. This is why

you need the TRUST framework.




The TRUST Framework

Where a house of cards is defined by its fragility, a Transformative Al elevates . o Servicing-led model builds

structure made of bricks is defined by its strength, operations by predicting | - long-term customer value by
outcomes, guiding decisions, : . connecting borrower data

and reducing manual work and interactions across the
This is the TRUST framework: entire lifecycle

five core components for building digital mortgage

resilience, and intentional design.

operations that thrive through market stress. Each i T N— 3 34 | Transparency by design

pillar serves a purpose individually, but their real — ; S\ = ‘A1 (1 provides real-time insight into
' R T v — - performance, quality, and risk

power comes from how they work together, creating
across every process

an integrated system where intelligence, compliance,
expertise, relationship value, and visibility form an
unshakable foundation.

Risk management Underwriting excellence
embedded into the loan scales institutional expertise
lifecycle strengthens . by combining human
compliance by addre b judgment with intelligence-
issues before they esca driven workflows

—— o - - - - — — — — -
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Transformative A

The Principle Sutherland delivered a 50% reduction in loan

. _ o _ . processing time for a multinational financial
Traditional automation focuses on replicating human actions; transformative . . _ , _
o _ . . . institution with intelligent automation, resulting

Al centers on amplifying human intelligence by creating systems that predict

in an annual savings of approximately $150,000

outcomes, guide decisions, and continuously improve through learning loops. _
for the client.®

Redundant manual reviews, reconciliations, and document handling now
cost the industry more than $12 billion annually in operational drag, with
single loans undergoing 18-25 separate human reviews across the lifecycle.”
Moving this work into intelligent systems fundamentally changes how
mortgage operations scale, control risk, and absorb volume.

Transformative Al identifies patterns that humans would miss, pre-populates
underwriting conditions, pinpoints compliance vulnerabilities before they
occur, and orchestrates work dynamically.

The Result

Processors, underwriters, and servicing teams to spend their time where they
are needed as technology assists with other tasks. Your business runs with
greater speed, accuracy, and resilience, performing reliably regardless of
market cycles.



https://alpha7x.com/the-12b-problem-why-mortgage-operations-still-run-on-manual-labor-and-how-asset-certification-fixes-it/
https://www.sutherlandglobal.com/uk/insights/case-study/transforming-loan-processing-for-a-leading-us-financial-institution
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Risk Management

The Principle

Shift the compliance paradigm from ‘inspect at the end’ to ‘embed
throughout, making it an active part of every stage in the loan lifecycle,
not a late-stage hurdle or an isolated audit event.

As regulatory scrutiny intensifies, delayed discovery increasingly exposes
lenders to financial and reputational risk. In 2025, mortgage-related
complaints filed with the CFPB increased by 6.9% quarter-over-quarter,
with servicing issues accounting for roughly half of all complaints.™

Leveraging Al-powered tools allows exceptions to surface in real-time
while workflows remain as efficient as possible.

The Result

Elimination of last-minute surprises, repurchase exposure, and manual
efficiencies. Continuous monitoring produces a complete audit trail,
ensuring you are always ready for regulatory scrutiny. Delays also
disappear, improving customer satisfaction. Say hello to a business that
protects borrowers, itself, and the balance sheet.

Sutherland solutions achieve 100% compliance
for their whole life-cycle.

4 Mortgage Complaints to CFPB Increase in 3Q With Servicing Issues



https://www.insidemortgagefinance.com/articles/235736-mortgage-complaints-to-cfpb-increase-in-3q-with-servicing-issues?v=preview
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Underwriting Excellence

The Principle

. . . . . Sutherland’s Underwriting Center of Excellence
Rather than attempting to replace underwriters with automation, give them &

reduces average underwriting cycle time by
approximately 25% and cost by 35%-40%.

the digital solutions to operate with greater speed, precision, and consistency.

As underwriters make decisions, the system captures their reasoning and
outcomes, creating a living knowledge base.

This approach preserves underwriting judgment built over an average of
more than 20 years of experience™ and makes it consistently available as the
workforce turns over.

The Result

The tools of tomorrow are combined with the wisdom gained over decades,
enabling human judgment to operate better, faster, and with more information
than ever before. An evolving digital system can teach younger members
of your business the tricks of the trade as more experienced professionals
retire, capturing the knowledge that makes your organization tick.

5 | oan Originators Survey Report
% Mortgage Underwriting Excellence — Powering Your Path to Growth



https://www.sutherlandglobal.com/uk/industries/mortgage-services/underwriting-coe
https://www.mgic.com/-/media/mgic/pdfs/22-50106-lo-survey-report-2023.pdf
https://www.sutherlandglobal.com/uk/industries/mortgage-services/underwriting-coe
https://www.sutherlandglobal.com/uk/industries/mortgage-services/underwriting-coe
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Servicing-Led Model

The Principle

Profitability is determined long after the loan closes, and servicing should
be treated as an anchor of long-term value.

In times of economic uncertainty, the importance of servicing becomes
even clearer: currently refinancing applications are rising at 3x the rate of
new mortgage applications.” Systems must be designed to ensure that
data gathered during origination flows seamlessly into servicing workflows.

The Result

Borrowers receive more personalized communications, proactive alerts,
and meaningful support whenever they might need it. For lenders,

this improves retention, reduces delinquency, strengthens customer
satisfaction, and unlocks lifetime value through timely refinance, HELOC,
or upsell opportunities.

A mortgage is a transaction. A serviced
mortgage is a relationship. Lenders who design

for the relationship, not just the transaction,

build sustainable competitive advantage that
insulates them from origination volatility.

7 US Mortgage Performance Report



https://www.sutherlandglobal.com/uk/industries/mortgage-services/underwriting-coe
https://www.mba.org/docs/default-source/research-and-forecasts/members-only-research/us-mortgage-performance-report3738855b-ec83-454c-b3ec-b7ef4d41d87d.pdf?sfvrsn=29a6d3b9_1
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Transparent by Design

The Principle Real-time transparency reduces blind spots,
Lenders need real-time access to granular data across the entire lifecycle, accelerates issue detection, and strengthens
from initial apphcatlon to SeI’ViCing events. Every action is Captured, every regu'atory readiness across the mortgage ||fecyc|e

decision is logged, and every exception is traceable to its source, with
a single source of truth that is accessible for all stakeholders across the
platform.

This level of visibility remains elusive for most institutions. Many lack
consolidated, real-time views across business lines and third-party partners,
increasing operational risk and slowing response when issues emerge.
Only 15% of lenders report fully integrated systems, leaving disconnected
data to drive longer cycle times and greater exposure.?°

The Result

You’re able to monitor performance through configurable dashboards, track
compliance across internal teams and partners, and identify emerging risks
before they escalate. Transparency also transforms partner relationships:
lenders no longer operate in the dark, dependent on black-box processes

or delayed reporting.  Mortgage Lender Sentiment Survey



https://www.sutherlandglobal.com/uk/industries/mortgage-services/underwriting-coe
https://www.fanniemae.com/data-and-insights/surveys/mortgage-lender-sentiment-survey

Build to Last

A foundation that allows you to grow without the constant fear of collapse.
An operation where pulling out one component doesn't bring down
everything else. A resilient system truly built to last.

In a market defined by pressure, you need a structure made of bricks,
not cards.

Sutherland’s TRUST framework isn’t just a theory: it’s the blueprint
Sutherland uses to deliver tangible digital outcomes for the lenders

we work with. It’'s how we operationalize our core belief that mortgage
providers can thrive in this market — not just survive — as long as they
have the right partner. We're more than just any other vendor, uniquely
combining cutting-edge technology with deep expertise in mortgages and

massive operational capacity to deliver outcomes for your organization.

The Sutherland Difference

Mortgage Expertise

We bring 20+ years of mortgage-native expertise across origination,
servicing, and capital markets, with licensed, full-cycle operations that
scale, comply, and deliver.

Tech Innovation

Our Al-led suite goes beyond automation. Agentic Al learns, guides, and
augments underwriting, compliance, collections, and borrower experience
across the mortgage lifecycle. Backed by 200+ proprietary platforms and
CX solutions, we digitize your operations with precision and purpose.

Purpose-Built for Mid-Market Lenders

Fast, flexible, and compliant, we’re built to scale with your growth curve,
offering the agility of a startup and the credibility of a market leader.

True Outcome-Based Model

You pay for outcomes, not hours. Unlike vendors who bill by resource
or process, our model aligns directly to your closings, compliance,
and customer satisfaction.

POV-1070 1 © 2026, Sutherland Global Services, Inc. A



Interested in transforming your mortgage lending
operations? Book a call with a Sutherland expert.

Artificial Intelligence. Automation. Cloud Engineering. Advanced Analytics.
For Enterprises, these are key factors of success. For us, they’re our core expertise.

We work with global iconic brands. We bring them a unique value proposition through market-leading technologies and business process excellence. At the heart of it all is Digital Engineering — the foundation that powers rapid innovation and scalable business transformation.

We’ve created over 200 unique inventions under several patents across Al and other emerging technologies. Leveraging our advanced products and platforms, we drive digital transformation at scale, optimize critical business operations, reinvent experiences and pioneer new solutions, all provided through
a seamless “as-a-service” model.

For each company, we provide new keys for their businesses, the people they work with, and the customers they serve. With proven strategies and agile execution, we don’t just enable change — we engineer digital outcomes..
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digital outcomes. sutherlandglobal.com



https://www.sutherlandglobal.com/contact-us
https://www.youtube.com/c/sutherlandcorp?utm_source=internal&utm_campaign=-emailsignature-
https://twitter.com/sutherlandcorp??utm_source=internal&utm_campaign=-emailsignature-
https://www.linkedin.com/company/sutherland-global-services/??utm_source=internal&utm_campaign=-emailsignature-
https://www.sutherlandglobal.com/

