
4Boost your customer 
experience with 
Intelligent automation 
steps to to find the 
right partner



The mortgage industry is under fire from many angles.
Lenders and servicers are under growing pressure due to increasing market uncertainty, evolving customer 

expectations and intensifying regulatory oversight. Leveraging a holistic approach to Intelligent Automation can 

help ease the pressure. 

Intelligent Automation judiciously combines Robotic Process Automation (RPA) with Artificial Intelligence (AI), 

Machine Learning (ML) and Deep Learning, enabling you to automate end-to-end processes and rapidly 

synthesize not only structured data but also unstructured information. The result:  a machine-first ecosystem 

that enhances decision making, speed, efficiency and quality and boosts customer experience. 

Figure 1: Reimagining end-to-end business processes with Intelligent Automation
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The many benefits of  Intelligent Automation.
Intelligent automation disrupts business processes in two major ways: 

(i) deploying bots to augment the human workforce and (ii) enabling end-to-end automation with cognitive skills 

for superior outcomes. It shifts the focus from task level automation to generating value through continuous 

improvement and process level outcomes and benefits.

Ability to seamlessly scale automation 

across the enterprise to handle higher 

loan volumes.

Unprecedented levels of efficiency, speed 

and quality across the mortgage lifecycle.
Reduced cycle times 

and costs. 

Enhanced customer 

experience.



But there’s a catch. Taking an 
ad-hoc approach to Intelligent 
Automation leads to less than 
optimal results.

Step #1 - Pre-Assessment 

Lenders and servicers are often stumped by the 

inability to scale automation across systems and 

processes within their enterprises. Why? Driving 

successful automation outcomes requires lenders to 

assess their current state of automation maturity, 

identify enterprise-wide processes that are ripe for 

automation, pinpoint the right levers of automation, 

create a culture that embraces enterprise-wide 

automation, and get a handle on ROI – a challenging 

mandate.

So how can lenders and servicers drive Intelligent 

Automation success?

Align internal stakeholders, 
create automation pod(s) com-
prising relevant stakeholders 
and assess feasibility.

Partnering with an experienced provider with deep 

domain and technological expertise can help you 

consolidate various capabilities needed for success-

ful implementation such as reengineering process-

es, identifying the right technologies, and deploying 

an agile approach to automation. The result: ability to 

increase the level of automation over time by target-

ing quick-win projects in order to streamline benefits 

realization while reducing risk and complexity.  

Begin by getting buy-in and alignment for the Intelli-

gent Automation initiative from internal stakeholders 

by showcasing the rationale behind it as well as the 

benefits it will entail – for both the employees as well 

as the company. Address concerns around risk man-

agement and be transparent in your communica-

tions.

Next, create automation pod(s) with relevant stake-

holders including internal employees and/or exter-

nal partners or vendors. A typical pod must comprise 

experts who can successfully develop and execute 

your Intelligent Automation initiative across its lifecy-

cle. This includes Automation Sponsors, Project 

Managers, Operations SME, Automation Analyst with 

domain expertise, Process Excellence Consultant, 

Solutions and Technical Architects, Engineers, Quali-

ty Assurance and Support Analysts. 



Define data, processes and technology through 

feasibility studies and workshops. Use a 

two-pronged approach – leverage assessments and 

feasibility studies performed by Lean-certified 

process experts as well as Citizen Assessments con-

ducted by operations staff with deep insights into 

end-to-end processes. Such an approach ensures 

successful change management at all levels of your 

organization and ensures a smooth transition to Intel-

ligent Automation. 

Start small with a POC to ensure success and 

incrementally apply Intelligent  Automation to 

larger projects over time.

Choose the number of pods you wish to deploy 

based on your requirements and budget.

Establish project governance and logistics.

•

•

•

Process due diligence and discovery: Conduct 

workshops and map customer journey to 

identify opportunities for automation as well as 

efficiency improvement in existing applications. 

Intelligent Automation: Assess automation feasibil-

ity, design the system, identify automation tools 

and define exception management. 

ROI analysis and sign-off: Baseline headcount 

savings and finalize budget and SOW.

•

•

•

Validate current applications/systems.

Complete prerequisite checks such as establish-

ment of access rights, implementation of design 

standards. 

Sign-off on testing certification methodology.

•

•

•

Assess automation feasibility of target applications. 

Calibrate testing, certification and headcount 

release methodology. 

Define information security, IT and operations 

requirements.

Create stakeholder communication plan, gover-

nance structure, change management plan.

•

•

•

Discover - Understand what can be digitized, struc-

tured and reused across the process cycle and opti-

mize processes using Lean/Six Sigma methodolo-

gies.

Validate - Verify requirements and sign-off.

Step #2 - Assessment 
Evaluate process, technology 
and economic feasibility of In-
telligent Automation opportuni-
ties and assess ROI.



Design, develop, test and deploy automation 

solutions leveraging RPA/OCR/AI.

Develop training material.

Create an exception management framework.

•

•

•

Leverage a combination of RPA, OCR and AI to 

engineer bots that can handle both structured and 

unstructured data. Adopt an agile approach to 

allow the bots to mature in production by incre-

mentally incorporating missing functionalities in 

multiple waves – based on the exceptions they run 

into in each wave. This allows you to incrementally 

improve the level of automation and estimate ROI 

more accurately. 

If your automation partner does not take an agile 

approach to Intelligent Automation to optimize bene-

fits realization, it may be time to talk to an expert who 

can. 

We’ve helped leading mortgage companies drive 

tangible outcomes:

Effectively managing bots and driving successful 

governance requires a combination of extensive 

experience in managing operations and rich tech-

nology capabilities.

Step #3 - Engineer
Build bots/digital FTEs in 
waves, so you can start small 
and evolve. 

Step #4 - Operate
Manage Digital FTE operations, 
drive continuous process im-
provement.

Evaluate estimated vs actual benefit realization.

Monitor the ecosystem for unresolved issues 

(IT/process / regulation) and modify change 

management processes to eliminate bottle-

necks.

•

•

Set up alerts, notifications and dashboards for 

real-time reporting and control.

Tap into analytics to drive intelligent forecasting and 

change management.

Use analytical insights to drive ongoing reduction of 

manual exceptions.

•

•

•

250%

50%

70%

A leading US mortgage provider improved 

agent productivity by 250% leveraging RPA.

A major US mortgage lender reduced 

processing time by 50% using Machine 

Learning based Intelligent Data Classification.

A leading UK-based mortgage provider 

slashed FTE costs by 70% using RPA.

A top 5 US bank cut costs and processing 

time while enhancing capacity by automating 

a process in its risk management function.

To learn more about how Sourcepoint can help you 

drive competitive advantage using Intelligent Automa-

tion, email - askus@sourcepointmortgage.com.



Sourcepoint is a premier provider of expertly crafted products and services to the US 

mortgage industry. Our technology-based solutions help mortgage companies 

transform into digital-first organizations, improving agility, accelerating cycle times, 

and elevating borrower experience. Backed by right-shore delivery capabilities and 

the most comprehensive set of state licenses, our team of professionals delivers 

deep domain expertise across the mortgage lifecycle. Our Platform-based 

Services solutions underpinned by next-gen technologies such as Artificial 

Intelligence (AI), Robotic Process Automation (RPA) and Natural Language 

Processing (NLP), act as the building blocks for reengineering processes, 

automating workflows and deploying advanced analytics.

For more than 25 years, Sourcepoint has partnered with leading 

mortgage companies throughout the US, including most top 20 

lenders and servicers, helping them sharpen their competitive 

edge. We can do the same for you.

Learn more:

Visit: www.sourcepointmortgage.com


