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Introduction:
The Current State of Play

Mortgage lenders are entering 2026 in a state of structural tension.
At first glance, the outlook seems positive:

. Total US mortgage originations reached $512 billion in the third quarter of 2025,
illustrating significant ongoing activity even amid rate uncertainty and affordability
constraints.

« Q2 2025 marked the highest production profitability since 2021, which is a
welcome reversal after ten consecutive quarters of net production losses between
2022-2024.

- In 2026, the MBA forecasts $2.2 trillion in single-family mortgage originations
alone (up 8% from 2025). Purchase originations have the potential to reach $1.46
trillion (+7.7%) and refinance originations are expected to climb to $737 billion
(+9.2%).2

- By loan count, the industry estimates 5.8 million loans in 2026, up 7.6% from 5.4
million loans in 2025.

The average cost to originate a loan reached

$12,579 in Q1 2025, adding up to a pre-tax net loss
of $28 per loan.*

1 https://tradingeconomics.com/united-states/mortgage-originations

2 https://www.mba.org/news-and-research/newsroom/news/2025/10/19/mba-forecast--total-single-family-mortgage-originations-to-increase-8-percent-to--2.2-trillion-in-2026
3 https://sf.freddiemac.com/articles/insights/2025-updates-to-the-cost-to-originate-study

4 https://www.mba.org/news-and-research/newsroom/news/2025/08/19/imbs-report-production-profits-in-second-quarter-of-2025

5 https://gitnux.org/digital-transformation-in-the-mortgage-industry-statistics/

However, scale alone is no longer a proxy for health.

Behind that volume, operational economics remain under strain. Cost-to-
originate continues to rise, reflecting workflows that are still heavily manual,
document-intensive, and fragmented across systems. Files move through
loan origination systems, point-of-sale platforms, automated underwriting
engines, servicing tools, and investor portals with little unifying intelligence.
Each handoff introduces delay, rework, and compliance risk.?

At the same time, borrower expectations are shifting rapidly. Digital mortgage
strategies are now the norm and 60% of borrowers are comfortable
completing applications entirely online.®> Yet many lenders still struggle to
deliver seamless, end-to-end digital journeys because decisions, data, and
risk controls remain siloed. Technology may digitize steps in the process, but
it rarely coordinates them.

As a result, most organizations remain dependent on workflow-heavy,
human-driven operations that are difficult to scale and vulnerable to market
volatility. Current Al investments often stop at insight: flagging issues,
generating recommendations, or accelerating isolated tasks. Human teams
are still required to interpret results, reconcile data, and drive execution.

This is the limitation of insight-only intelligence, and it is no longer sufficient.

To compete in 2026 and beyond, mortgage lenders must move from
automation that assists people to intelligence that acts. This means shifting
from reactive processing to autonomous execution across origination,
underwriting, servicing, and default management.



And that’s where agentic Al steps in — systems that sense context, make
decisions, and act across workflows. It learns from outcomes and operates
within clear regulatory and risk boundaries.

Al adoption in mortgage lending jumped from 15% (2023) to 38% (2024)—a
threshold indicating the industry has shifted from curiosity to commitment.
Lenders implementing Al report operational expense reductions of 30-50%, with
some achieving loan closures 2.5x faster than industry averages. A mid-sized

US lender recently digitized 40% of underwriting workload, reducing document
verification time from 48 hours to under 4 hours. Document extraction creates
underwriter-ready files in under 10 minutes, eliminating 70% of creditor-borrower
interactions. Autonomous mortgage platforms are expected to handle 30-40% of
volume by 2027 (up from current single-digit automation).

In an agentic mortgage enterprise, insight becomes operational:

« Agentic underwriting assistants interpret documents, reconcile data, and
pre-condition files

« Autonomous orchestration coordinates processing, quality control,
verification, and closing

- Servicing and default agents manage escrow, loss mitigation, investor
claims, and inquiry containment

- Explainable decision frameworks ensure transparency for regulators,
investors, and risk teams

To build this agentic capability, lenders must activate concrete levers that allow
intelligence to execute safely and at scale. The following sections explore three
high-impact opportunity areas where agentic Al can deliver measurable value
for mortgage lenders, and the practical steps leaders can take today to prepare.
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3 Agentic Opportunities for
Mortgage Lenders

Opportunity 1: Autonomous Document Processing

The Challenge

Mortgage lending remains a high-touch, document-heavy operation. Files
move through Loan Origination System (LOS), Point of Sale (POS), Automated
Underwriting System (AUS), servicing platforms, and investor portals with no
unifying analytics layer. Despite advances in digital tools, lenders still struggle
to manage massive volumes of unstructured paperwork. These records require
manual review, classification, extraction, and validation, adding time, cost, and
operational risk at every stage of the origination lifecycle.

Even where Al and intelligent automation have been adopted, they typically
assist individual tasks (for example, extraction or classification) rather than
orchestrating the full end-to-end workflow. As such, human teams still need to
intervene frequently to reconcile discrepancies, route exceptions, and enforce
policy rules, which limits scale and margin improvement.

POV-10731© 2026,

Sutherland Global Services, Inc. All rights reserved

4



N
D

The Agentic Al Opportunity

Agentic Al shifts document operations from manual, linear, and error-prone to
autonomous, self-correcting, and continuously improving processes.

In emerging agentic mortgage processing pilots, Al agents powered by
autonomous orchestration platforms can connect document understanding with
downstream decision-making steps and business rules. Al agents can verify
files, assess risk, and advance loans more consistently and quickly than manual
pipelines.

Systems not only read and classify documents, but also enforce rules, resolve
discrepancies, and advance workflow states autonomously. Agents coordinate
across loan origination, underwriting, compliance, and closing modules,
ensuring that document actions trigger downstream activities correctly. Outputs
and decisions remain traceable and defensible in compliance contexts.

Document extraction and validation now takes seconds instead of hours,

with intelligently classified documents, validated data against business rules,
and flagged inconsistencies for further action. Processing pipelines that used
to consume 48 hours can now be completed in under 4 hours. Lenders are
achieving straight-through processing on high-volume, routine applications,
cutting overall origination timeline by 40-70% and freeing underwriters to focus
on complex, judgment-driven decisions. Pull-through rates improve significantly
as automated document routing eliminates processing delays that traditionally
cause application abandonment.

The agentic mortgage enterprise evolves from the robotic automation of today
to the intelligent document cognition and orchestration of tomorrow.

6, Sutherland Global Services
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Practical Actions for Mortgage Leaders

Assess document pipeline readiness: Begin with a structured digital
assessment of your document ingestion and processing workflows to identify

gaps, bottlenecks, and data quality issues. Use this to build a roadmap
that prioritizes the highest-impact automation opportunities and required
integrations.

Automate mortgage document extraction and validation: Deploy an_
intelligent document processing platform to transform unstructured

documents into clean, machine-readable data. Combine this with
hyperautomation capabilities to automatically validate, enrich, and reconcile

data against business rules.


https://www.sutherlandglobal.com/uk/insights/whitepaper/digital-assessment-framework
https://www.sutherlandglobal.com/uk/insights/whitepaper/digital-assessment-framework
https://www.sutherlandglobal.com/products-x-platforms/sutherland-extract
https://www.sutherlandglobal.com/products-x-platforms/sutherland-extract
https://www.sutherlandglobal.com/products-x-platforms/sutherland-robility
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Integrate end-to-end loan systems: Connect autonomous document agents
to upstream and downstream systems so document insights trigger loan
progression. This requires APl-enabled connections between LOS, underwriting

engines, compliance checks, and servicing platforms.

Embed exception routing and human-in-the-loop governance: Establish
clear governance rules so agents autonomously process high-confidence

documents and escalate only material exceptions to human reviewers.
Combine this with digital assurance practices to continuously validate that

autonomous decisions adhere to policy, risk, and regulatory standards.


https://www.sutherlandglobal.com/insights/whitepaper/packaged-and-custom-applications
https://www.sutherlandglobal.com/industries/mortgage-services/trust-framework
https://www.sutherlandglobal.com/insights/whitepaper/digital-quality-assurance
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Opportunity 2:
Adaptive Underwriting and Risk Assessment

The Challenge

Underwriting is the industry’s most specialized and constrained function. But it’s
also the most bottlenecked.

Traditional underwriting processes rely on manual analysis: underwriters
reviewing credit profiles, income documents, collateral data, and risk signals
to determine loan eligibility. These steps are time-consuming and operate

on data scattered across multiple systems and sources. The result is slow
decision cycles, high operational expense, and variable accuracy, all of which
dampen borrower experience and expose lenders to downstream defects and
compliance risks.

Though lenders are increasingly adopting point automations and analytics, many
systems still assist rather than execute and present recommendations instead of
acting autonomously on behalf of the business.

6, Sutherland Global Services




The Agentic Al Opportunity

Agentic Al embeds autonomous decision orchestration into the heart of
mortgage risk evaluation.

These agentic systems can interpret income and asset documents while running
multi-scenario Desktop Underwriter (DU) and Loan Product Advisor (LPA) logic
to assess eligibility under varying conditions. They pre-clear standard conditions
using regulatorily compliant reasoning, reducing manual underwriting effort. Plus
they automatically identify discrepancies, which triggers targeted re-verification
before issues escalate. By analyzing patterns across prior outcomes, the system
can predict defects and repurchase risk before an underwriter ever reviews the

A leading digital lender needed to modernize their

underwriting operations. Sutherland created an

Al-enabled risk assessment model that enhanced ) \S==! | | ; <, <

portfolio quality and minimized default rates, N , ST . R
contributing to 30% faster loan processing and a 45% = 2 s s
reduction in total cost of ownership (TCO).®

file. What’s more, as agentic systems continue to learn from experienced staff,
they can also serve as a single source of truth for new members of the team,
accelerating onboarding and keeping the expertise individuals develop within
the business even through employee turnover cycles.

Every decision is supported by fully auditable, transparent logic chains, enabling
confidence for investors, regulators, and internal risk teams while speeding up
high-quality underwriting decisions.

6 https://www.sutherlandglobal.com/uk/insights/case-study/sutherland-transforms-loan-underwriting-for-leading-digital-lender
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Practical Actions for Mortgage Leaders

Evaluate underwriting readiness through structured assessment. Begin
with a digital assessment of underwriting workflows, data sources, policy

complexity, and integration challenges so that Al investments target the
highest-impact bottlenecks and risk areas first.

Autonomously escalate routine decisions with Al agents: Deploy a
Mortgage Underwriting Center of Excellence (CoE), which leverages Al-

driven risk models and expert talent to process high-confidence decisions
autonomously while escalating edge cases. This approach can improve cycle
times and consistency.


http://sutherlandglobal.com/uk/insights/whitepaper/digital-assessment-framework
https://www.sutherlandglobal.com/industries/mortgage-services/underwriting-coe?

Modernize underwriting platforms and APIs. Update legacy point solutions

and underwriting engines to be APIl-ready and cloud-optimized, allowing agentic

workflows to retrieve data and push decisions in real time.

Embed human-in-the-loop governance and transparent explainability:
Establish governance frameworks where autonomous agents operate with
clear audit trails, bias mitigation checks, and human oversight on exceptions.
Use digital assurance frameworks to continuously validate that automated

decisions comply with policy, risk thresholds, and regulatory requirements.

g\\§ POV-1073 1 © 2026, Sutherland Global Services, Inc ghts reserver n


https://www.sutherlandglobal.com/uk/insights/whitepaper/application-modernization-and-migration-framework
https://www.sutherlandglobal.com/insights/whitepaper/packaged-and-custom-applications
https://www.sutherlandglobal.com/insights/whitepaper/cloud-infrastructure
https://www.sutherlandglobal.com/insights/whitepaper/digital-quality-assurance?utm_campaign=fy26-q1-des-des-core-caps&utm_source=internal&utm_medium=other&utm_content=whitepaper&utm_geo=na,eu,mea&utm_term=pov_3
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Opportunity 3:
Agentic Servicing & Loss Mitigation

The Challenge

Mortgage servicing and loss mitigation are fundamentally long-duration, high-
volume processes that span years and thousands of borrower interactions.
Servicing teams manage payments, escrow administration, investor reporting,
delinquency tracking, payment inquiries, modifications, and compliance
obligations. All the while, market conditions, borrower behavior, and regulatory

requirements continue to evolve.

Traditional workflows rely on manual coordination across systems and teams,
creating friction, cost, and risk. Processes often involve multiple handoffs and
fragmented data sources. This slows response times and increases operational
expenses. Moreover, loss mitigation has historically been time-consuming and
inconsistent, with servicers struggling to tailor solutions proactively for at-risk
borrowers.

This combination of operational complexity and human latency leads to elevated
costs, reduced satisfaction and higher risk of default and foreclosure losses.

POV-1073 1 © 2026, Sutherland Global Services, Inc. A
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The Agentic Al Opportunity

Agentic systems can serve as intelligent orchestrators of the entire borrower
lifecycle, from application through servicing and, when necessary, default
management.

These systems can predict borrower dropout risk and trigger proactive
interventions to keep applicants engaged. They automatically generate
personalized updates and clarifications, improving transparency and trust.

By interpreting servicing guidelines, agentic systems can resolve borrower
inquiries autonomously and manage case intake and eligibility review without
manual handoffs. They also detect early signs of financial hardship and initiate
appropriate loss mitigation workflows. By containing and resolving even
complex servicing inquiries, call volume is significantly reduced.

Sutherland partnered with one of the largest
mortgage servicers in the United States to optimize
servicing operations. The collaboration led to a
35% reduction in servicing operational costs, 40%
increase in borrower satisfaction, and 15% reduction
in customer hold times.’

Adopting these capabilities, lenders can evolve from reactive processors into
experience-led, always-on advisors.

7 https://www.sutherlandglobal.com/insights/case-study/cost-savings-increase-csat-for-largest-mortgage-servicer-in-us



Practical Actions for Mortgage Leaders

Implement agentic borrower health monitoring Deploy predictive analytics

agents that continuously monitor borrower health and trigger proactive

outreach or remediation workflows before accounts become delinquent. This
goes beyond underwriting risk models and focuses specifically on ongoing
loan performance and borrower behavior.

Automate portfolio reconciliation and exception handling: Use Al document

processing together with hyperautomation to autonomously reconcile

payments, escrow adjustments, and investor remittances across servicing
systems, reducing manual reconciliation and preventing missed exceptions
that typically slow loss mitigation decisions.

Expand self-service support with conversational Al Use Al-powered chat and

voice automation for high-volume borrower inquiries (e.g., payment status, escrow

questions), reducing call volumes and enabling faster self-service.


https://www.sutherlandglobal.com/services/connected-intelligence/data-and-analytics-advisory
https://www.sutherlandglobal.com/products-x-platforms/sutherland-extract
https://www.sutherlandglobal.com/products-x-platforms/sutherland-extract
https://www.sutherlandglobal.com/products-x-platforms/sutherland-robility
https://www.sutherlandglobal.com/products-x-platforms/sutherland-conversational-ai
https://www.sutherlandglobal.com/products-x-platforms/sutherland-conversational-ai
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Integrate predictive analytics for borrower risk: Leverage data engineering

and analytics to integrate borrower behavior, payment history, and
macroeconomic signals into predictive risk models. These models feed

service agents that initiate outreach and mitigation strategies proactively,
improving outcomes and reducing default rates.

Embed compliance and audit-ready assurance in servicing workflows: Use
the digital assurance framework to automatically validate that agentic actions

remain compliant with Consumer Financial Protection Bureau (CFPB), Federal
Housing Administration (FHA), and investor policies, generating auditable logs
for every decision.


https://www.sutherlandglobal.com/uk/insights/whitepaper/data-engineering

https://www.sutherlandglobal.com/services/connected-intelligence/data-and-analytics

https://www.sutherlandglobal.com/insights/whitepaper/digital-quality-assurance?utm_campaign=fy26-q1-des-des-core-caps&utm_source=internal&utm_medium=other&utm_content=whitepaper&utm_geo=na,eu,mea&utm_term=pov_3

The Road to the Agentic
Mortgage Enterprise

The agentic mortgage lender is already emerging. Mortgage lenders that thrive in 2026 and beyond will be the ones driving
, o , , change, not reacting to it. Agentic Al turns origination, underwriting, and

In every era of mortgage transformation, the organizations that reimagined ard’ . i
. _ , _ , servicing in your favor — if you’re willing to pull the lever.

how loans were originated, underwritten, and serviced gained lasting
advantage. It is no different now. The distinction is that innovation isn’t a
new product, channel, or pricing strategy. It's a new mode of operating, . . o 46 . sp ¢ .
procue PrEING stratedy | peratng Disruption is inevitable. Make it intentional.
where intelligence becomes operational and adaptive across the mortgage

lifecycle.

Agentic capability relies on the right foundational

elements. Explore Outlook 2026: The Road to the Agentic
Enterprise for the fundamentals every organization needs.

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 Services — the foundation that powers rapid innovation and scalable business
transformation.

We’ve created 363 unique and independent inventions, 250 of which are Al-based and rolled up under several patent grants in critical 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.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/

