HOUSINGWIRE

Report produced by
HousingWire

Operationalizing Al
in Mortgage
Lending:

Moving beyond
fragmented
automation to
workflow-native
intelligence



Executive Summary

Artificial intelligence has quickly become a strategic priority across mortgage
lending as institutions look to improve operational efficiency, reduce costs and
modernize the borrower experience. Yet despite growing investment, many lenders

still struggle to translate Al experimentation into measurable operational impact.

One of the primary reasons Al initiatives stall is that many deployments are layered
onto fragmented workflows that were never designed to support intelligent
automation at scale. Disconnected systems, manual document handling and
inconsistent workflow orchestration continue to create operational bottlenecks

across the loan lifecycle, limiting the effectiveness of otherwise promising Al tools.

This white paper examines why many Al initiatives fail to meaningfully reduce friction
and outlines a practical framework for operationalizing Al within mortgage lending
workflows. Rather than focusing on isolated automation tools, it explores how lenders
can build workflow-native Al environments where intelligence is embedded directly

into the systems, data layers and processes that drive loan execution.
From this white paper, readers will learn:

e A clear understanding of where Al is falling short in eliminating

document-driven inefficiencies
e A framework operationalizing Al inside the loan lifecycle
e Practical ways to reduce manual touches and improve document flow

¢ Insight into why workflow-native Al matters more than disconnected point

solutions

e What a modern Al-driven document process should actually look like inside

lending operation
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Operationalizing Al in Mortgage Lending: Moving beyond
fragmented automation to workflow-native intelligence

Introduction

Artificial intelligence has quickly become one of the most prominent buzzwords in
mortgage lending. Across the industry, lenders are facing pressure to look for ways to
improve efficiency, lower operational costs and create better borrower experiences,

making Al an increasingly attractive priority. However, while 83% of lenders plan to

increase Al budgets in 2026, only 16% currently have an enterprise-wide Al roadmap.

This gap reflects broader uncertainty about how Al should be applied in mortgage
operations. Lenders know Al matters, but many are still determining how to apply it

effectively within complex, highly regulated mortgage workflows.

While Al has the potential to improve both borrower and employee experiences,
simply layering new technology onto existing processes rarely resolves underlying
inefficiencies. In many cases, disconnected Al deployments create additional
operational complexity when they are implemented without integration, clear

ownership or workflow alignment.

The most effective Al strategies do not begin with broad transformation efforts. To
unlock its full value, Al must be applied intentionally by targeting high-friction
operational bottlenecks where repetitive, manual work continues to create delays,

confusion and rework across the loan lifecycle.
One of the clearest examples of this challenge is document management.

Despite years of investment in automation, document collection, interpretation and
condition management remain among the most operationally intensive areas of

mortgage lending. For many lenders, the process still depends on repeated human
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interpretation, disconnected systems and inconsistent communication between

underwriting teams, processors and borrowers.

As the industry moves beyond early Al experimentation, leading lenders are
beginning to recognize that meaningful operational improvement requires more
than isolated tools. It requires Al that is embedded directly into lending workflows

and connected to the systems where decisions and execution occur.

The operational reality behind mortgage lending’s Al push

Much of the mortgage industry’s current Al activity has focused on improving
individual steps within the lending process itself. Yet many developments fail to
eliminate operational friction because the underlying workflows themselves remain

fragmented.

In many organizations, Al is being layered into processes that were already inefficient
before automation was introduced. Instead of simplifying the process, the addition of
Al often results in additional systems, disconnected workflows and greater

integration complexity.
Instead of a holistic approach, lenders are frequently using separate Al tools for:
e Condition generation
e Document classification
e Borrower communication
e Workflow routing
e Data extraction

While each tool may improve a specific task, the broader workflow remains manual

and inconsistent. This leads to a fragmented workflow, creating operational strain
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across teams with no clear ownership of the workflow or loan lifecycle. Conditions
must be repeatedly reinterpreted as documents move between multiple systems,
creating inefficiencies, rework and communication gaps. In turn, borrowers often

receive unclear or inconsistent requests, adding friction to the lending experience.

The result is an environment where Al improves isolated tasks but does not
meaningfully reduce workflow inefficiencies. For lenders looking to successfully
operationalize Al, the starting point is not adding more automation layers. It is
identifying the highest-friction workflows where repetitive manual work continues to
slow execution and increase costs, and addressing them at the root rather than

layering fixes on top of broken processes.

Understanding the different types of Al in mortgage lending

Artificial intelligence is often discussed as a single concept, but in practice, both in
and outside of mortgage lending, Al spans several categories of technology with
different operational applications. Understanding these distinctions is key to

evaluating where Al can meaningfully improve the lending process.

HousingWire | MeridianLink | 6



Functions of Al categories in the lending process

TECHNOLOGY CORE STANDARD USE
OPERATIONAL ROLE
CLASS OBJECTIVE CASES
Predictive Al uses historical data, o
statistical modeling and machine Credit risk
learning to forecast outcomes and Loan performance
s oo Forecasting and support operational and credit-related Pricing
Predictive Al decision support decisions. In mortgage lending, it is Pipeline forecasting
already embedded across underwriting Underwriting support
systems, pricing models and policy-
driven workflows.
Generative Al creates, summarizes or Borrower communications
eonTas Fronsforms content bosgd on qontextuol File summaries
. eneration and Inpuits, Inmertgage lending; it Is Condition explanations
Generative Al 9 increasingly being used to support ) )
contextual BEETEWET 6 + srBilf d t Copilots & virtual
assistance gagement, simplify documen 3
review and assist employees with assistants
operational tasks.
Agentic Al goes beyond generating Worklon exaeLtcn
outputs by taking action directly within Task triggers
Workflow operational workflows. In document- Document routing and
Agentic Al orchestration and | intensive mortgage environments, these handling
task execution systems can initiate tasks, move data and Workflow automation
manage processes with limited manual LOS data updates
intervention.

While these Al categories differ in maturity and application, most mortgage lending

implementations today remain focused on improving isolated tasks rather than

transforming the full loan lifecycle. Lenders may reduce time spent on individual

steps, but broader operational inefficiencies often persist because workflows remain

fragmented across systems, teams and processes.

This gap becomes especially visible in document and condition management, where

manual interpretation, inconsistent workflows and repeated handoffs continue to

create delays and operational friction. Even as automation expands, lenders still
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struggle to create a cohesive process that moves information efficiently from intake

through closing.

The hidden cost of fragmented document workflows

Document collection and workflow management remain among the largest
operational investment areas for lenders today. Despite increasing automation,
many workflows continue to rely heavily on manual interpretation and repeated

human intervention to ensure data accuracy.

In practice, this document chaos often follows a familiar pattern:

THE PATTERN OF DOCUMENT CHAOS

The Underwriter writes the
condition in technical shorthand

Borrower receives a confusing
or unclear request

Phone calls begin

Delays, interruptions,
and back-and-forth slow

Teams spend hours rewriting and i ina down.
reinterpreting the same request

Documents arrive incomplete,
misaligned, or incorrect

\ Rework begins f—\

More delays. More cost. u

And the cycle repeats across conditions and loans

These inefficiencies create measurable operational consequences:

e Multiple touches per condition
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Slower cycle times

Increased cost per loan

Borrower frustration and internal inefficiency

High operational variability

Even when lenders implement document Al or borrower communication tools, many
workflows remain fragmented because the systems involved are disconnected from

one another.

Why Al still struggles to solve document chaos

One of the biggest limitations in the current mortgage Al adoption is that many tools

operate as isolated point solutions rather than connected workflow systems.

Across the loan lifecycle, different software vendors may handle document
recognition, condition generation, borrower commmunication, workflow routing and
data extraction. But when these systems are disconnected, lenders still rely on

employees to interpret, validate and reconcile information between platforms.
This creates several operational problems:

e Al tools interact with fragmented borrower data

e Documents remain workflow-centric instead of data-centric

e Teams manually interpret conditions and expectations

e LOS, POS and third-party tools operate independently

e Integration and operational maintenance burdens increase
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As a result, lenders may improve individual tasks while the broader document

workflow itself remains fragmented, inconsistent or highly manual.

As JP Kelly, SVP of Mortgage at MeridianLink, explains: “At MeridianLink, we see Al as
an agentic layer that strengthens your workforce—not replaces it—so teams can
elevate the consumer experience and get to yes faster with greater speed and

confidence.”

The three foundational shifts required to operationalize Al

The future state of mortgage operations is not simply faster document processing. It
is real-time workflow orchestration driven by connected data and embedded

intelligence.

1. Unified loan data layers

Al cannot operate effectively on fragmented data. The difficulty comes from
documents uploaded in different file types or from disconnected systems. Data must
be normalized across the lifecycle so Al can interpret relationships, not just individual

files. These would be loan elements, including:

e Conditions

e Documents

e Creditdata

e Income information
e Workflow tasks

Centralizing and normalizing data allows Al to evaluate connections among workflow
components rather than examining documents as isolated pieces. This shift results
in improved document validation, enhanced team consistency and more

dependable workflow execution.
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By establishing this link between documents and conditions, lenders can ensure
consistent validation across all teams, transforming the loan file into a unified source

of truth rather than a disjointed group of artifacts.
2. Event-driven loan workflows

Traditional mortgage workflows often rely on static statuses and delayed visibility
into operational breakdowns. Al cannot operate efficiently without an LOS that

captures and exposes key events in real time.

Instead of depending on batch updates or manual reviews, event-driven workflows
respond to real-time signals across the lending lifecycle—such as a document
upload, changes in borrower data, mismatches between application fields and
supporting documentation, stalled loan milestones or failed validation checks. Each
of these events acts as a trigger that allows Al to immediately assess conditions,
surface potential issues and initiate corrective actions before they propagate

downstream.

By responding continuously to these signals, event-driven workflows create real-time
operational awareness. This allows lenders to identify breakdowns, such as
mismatched information between documents, and reconcile them immediately

rather than after downstream rework has already occurred.
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3. Embedded intelligence inside the LOS

Al delivers the greatest operational value when it operates inside the system of
record rather than functioning as an external overlay. By working within the LOS, it
eliminates the repeated human effort required to interpret, rewrite and re-explain
document-request activity throughout the lifecycle, enabling full loan context to be

available in real time.

This shifts Al from just being a passive source of recommendations to an active part
of execution—continuously keeping loan data accurate, connected and actionable

as work progresses across loan officers, processors and underwriters.

In lending platforms such as MeridianLink, this intelligence model is being used to

enhance the mortgage document workflow experience.

What an Al-driven document workflow actually looks like

In an Al-driven workflow, borrowers upload required documents such as pay stubs or
bank statements, which Al can immediately evaluate for quality, completeness and
relevance. Key data points are then automatically extracted and validated, while
borrowers receive real-time feedback if documents are missing or incomplete. Once
verified, processors can push validated information directly into the loan application

with a single click, eliminating manual data entry.

This fundamentally changes how document workflows operate. Instead of reacting
to problems after a downstream review, teams can identify issues at the point of

entry and resolve them immediately.

The operational impact extends across the entire loan lifecycle. Conditions become
clearer and more consistent, while rework cycles decline as fewer issues surface

downstream. At the same time, manual touches decrease, loan teams operate from
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a shared view of the file and workflow execution becomes more predictable and

scalable.

Conclusion

The mortgage industry is quickly moving beyond the question of whether Al belongs
in lending operations to how effectively it is embedded in the systems that power the
loan lifecycle. As lenders evaluate next-generation capabilities, the focus has shifted
toward operationalizing Al to deliver measurable efficiency, consistency and

scalability across the lending process.

Many emerging solutions promise automation and agentic functionality, but isolated
tools cannot operate effectively to resolve deeply fragmented workflows. To deliver
real value, they must be grounded in a lender’s data, governed by clear rules and

auditability and integrated into the workflows where decisions are actually made.
This is where workflow-native Al becomes critical for mortgage lenders.

At MeridianLink’, Al investment is pursued as part of a broader shift toward agentic,
workflow-native lending experiences that reduce operational complexity and embed
intelligence directly within the loan origination process. By connecting data,
workflows and execution within a unified system of record, MeridianLink enables
Al-driven experiences that remain operationally reliable and connected to every

action, decision and compliance requirement.

In mortgage lending, speed alone is not enough. Lenders need trust within their
systems. Trust that the Al is not only intelligent, auditable and grounded in proven

compliance frameworks and decades of lending expertise.

That combination of lending heritage, structured data and embedded workflow
intelligence positions MeridianLink as a strong foundation for the next generation of

Al-driven mortgage operations.
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About MeridianlLink

MeridianLink is a provider of cloud-based digital lending and account opening
software for financial institutions and mortgage lenders. The company’s technology
is designed to help lenders improve operational efficiency, compliance and borrower

experiences through integrated, data-driven workflows.

To learn more, explore how MeridianLink® Mortgage is helping lenders unlock the

power of data and Al across the loan lifecycle, click here.

About HousingWire

HousingWire is an information services company that provides unique data and
research, respected business journalism and must-attend events for housing

leaders to advance their understanding of the industry and business outcomes.
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