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Driving Acceptance 
Lenders can make a difference in the increasing adoption 
of electronic documents in the mortgage space today.

or more than a decade, U.S. mortgage lenders have been working steadily toward 
the goal of all-electronic lending. Taking the paper out of the system has obvious 
benefits—it reduces handling, processing, storing, shipping and retrieving costs. But 

more than that, studies have shown that quality goes up when paper usage goes down.
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And turn-around times are obviously 
faster in the electronic world. The time 
and cost savings are real for mortgage 
lenders, with the additional benefit of al-
lowing a company to present a “greener” 
public image. 

Despite all of this, progress has been 
slower than expected. Why?

To realize these benefits, electronic 
systems and documents must be used as 
part of the mainstream day-to-day pro-
cessing. Adoption is the key to success. 
But mortgage processing is a two-way 
interaction. Not only must lenders find 
ways to increase the usage of electronic 
documents by their own employees, but 
they must also convince their consumers 
to accept them.

Many lenders believe that once the 
consumer enters the picture, they lose the 
power to influence adoption. A consumer 
will only do what they want.  Some be-
lieve that the main variables influencing 
electronic adoption rates are all in the 

consumers’ hands, and therefore are out-
side the lender’s span of influence.

But that is not the case.
Lenders can directly impact con-

sumer adoption of electronic docu-
ments

There are several things a lender can 
do to influence a consumer’s acceptance 
of electronic documents. Recent studies 
conducted by eLynx illustrate the point.

In a targeted study of 2009 loan data, 
eLynx analysts looked at over 250,000 
loans during a 12-month period to get 
clues to electronic adoption best practices.  
This study revealed key characteristics of 
lenders who had higher consumer adop-
tion rates. For instance, making the right 
decision about who sends the electronic 
documents to the consumer can make a 
big difference.    

During the study, eLynx analysts ex-
amined workflows for sending documents 
to consumers. Frequently, call center em-
ployees walked the borrowers through an 
application process, but then sent the file 
to a different group to send out the dis-
closures. These workers were not familiar 
with the applicants, there was a delay in 
sending the documents, and consumers 
had no reason to trust an e-mail notifica-
tion from an unfamiliar address. Because 
the e-mails were frequently ignored, the 
mortgage documents were ultimately just 
printed and sent through the mail. Elec-
tronic adoption rates from consumers 
were very low, hovering around 30%.

But when call center employees were 
empowered to send the disclosures to the 
borrowers immediately, consumer adop-
tion increased significantly. The consum-
ers received documents immediately, 
were expecting them, and knew who they 
were from and what they were about. In 
these situations, consumer adoption rates 

of 50% were regularly achieved.
But 50% leaves room for improve-

ment so, to further increase the adoption 
of electronic documents, call center staff 
were trained to walk the borrower through 
the electronic disclosures while they had 
them on the phone. With the adoption 
of this best practice, consumer adoption 
skyrocketed to 80%. Even if the borrower 
declined, simply making the offer led to 
dramatic increases in adoption because it 
gave the borrower a mental to-do.

Why is this important? Increasing bor-
rower adoption can have a real impact on 
a lender’s bottom line. A recent eLynx 
research study showed that getting a bor-
rower to sign the upfront disclosures elec-
tronically had a significant pull-through 
effect leading to a closed loan. Other 
studies have shown that loans closed elec-

tronically can shave up to 12 days off the 
average cycle time. These are objective 
data points that seriously justify the ROI 
in electronic document delivery and pro-
cess improvements.

Getting the bank’s internal staff to 
adopt electronic documents

While increasing consumer adop-
tion is important, and while lenders have 
more influence than they thought, it only 
solves half the electronic adoption prob-
lem. When it comes to getting employees 
of the bank to send documents electroni-
cally, it takes more than a notice on the 
company intranet or bulletin board to get 
people to start using a new process.

Driving the success of an electronic 
delivery program all starts with getting the 
documents out to the borrower electroni-
cally in the first place. As with any change 
to an organization’s workflow, the transi-
tion from paper to electronic deliveries 
impacts both technology and people. The 
technology to manage electronic deliver-
ies is well established and the functionally 
is solid. Ensuring that it’s used consistent-
ly is the part that requires significant time 
and effort from a lender.  

To get people to make the change 
from familiar paper-based processes—to 
really drive internal electronic adoption—
management must give users a reason to 
want to change. In fact, management must 
lead the change process. Internal adoption 
rates can be impacted from the first intro-
duction management offers employees.

Based on studies conducted by eLynx 
across a number of U.S. banks, a lender 
that simply rolls out electronic delivery 
technology and makes a simple announce-
ment will have about 30% of staff use 
it consistently from that point forward. 
One-third of bank mortgage employees 
will use the technology with little support 
from management. These users are likely 
to continue to use the technology even if 
management does not make electronic 
delivery a top priority or provide added 
training.

Unfortunately, adoption and usage will 
not increase over time without additional 
management intervention.  One best prac-

tice lenders can use to get the ball rolling 
starts with up-front training and a formal 
kickoff. The key is to put a line in the sand 
as to when widespread use of electronic 
delivery technology should start, and then 
equip the staff with the know-how to ex-
ecute. Across clients, eLynx has seen this 
type of event – even after the service has 
been in production for months – increase 
internal adoption and usage from roughly 
30% to anywhere between 50-60%.

Getting more than halfway there
While sending electronic documents 

to 50% of borrowers is laudable, how do 
you reach further to get closer to a com-
pletely paperless mortgage operation?

Fortunately, eLynx’s research indi-
cates that adoption rates greater than 50% 
are attainable if the lender sustains a fo-
cus on measuring and publicizing adop-
tion rates. Institutionalizing electronic 
delivery is key—making it not only a 
tool that is used daily, but a metric that 
is monitored and a process where results 
are rewarded. Measuring internal usage is 
relatively easy, and the numbers can be-
come a part of the regular management 
reports. Making those numbers public is 
where the real benefit lies.

Publicizing electronic adoption rates 
can be an effective motivational tool for 
internal employees. One best practice to 
increase internal adoption is to use a com-
petitive or soft reward system. A good 
example is to reward the highest adoption 
achievers periodically with gift cards, 
awards, and other incentive programs. 
Another recognition system used with 
good results is an adoption leader board.
By institutionalizing the technology, mea-
suring the process, and publicizing the re-
sult, adoption can rise to as high as 70%.

To get more than 70% of the bank’s 
mortgage documents going out electroni-
cally, management must make it clear that 
electronic delivery is expected, and be 
willing to take action when it is not used. 
One method is to incorporate electronic 
delivery metrics into annual employee 
performance reviews and evaluations. 
An objective way to do this is to award a 
positive rating for a performance category 

when at least 70% of borrower correspon-
dence is electronic. If a lender takes steps 
such as these, they can expect internal us-
age rates up to 85%.

A real world example of e-mortgage 
adoption

A top-10 lender was ready to move 
into paperless lending. Today, the lender 
enjoys a best-in-class adoption rate, but it 
took determination and effort.

About five years ago, the institution 
launched electronic delivery via eLynx. 
Initially, 35% of the bank’s mortgage 
documents were going out in electronic 
format. But after the first rollout, that rate 
dropped to only 20%. Because bank em-
ployees couldn’t be sure the borrower had 
accepted the electronic document without 
checking, many felt it was easier to sim-
ply have the upfront disclosure mailed out 
from the beginning. The lender was los-
ing all of the benefits of going paperless.

Within 45 days after eLynx introduced 
total fulfillment, the lender saw its elec-
tronic adoption rate rise significantly. With 
the risk of failure to comply by deadline 
removed by a guarantee of delivery, elec-
tronic or otherwise, bank employees used 
electronic delivery in 50% of the loans.

This institution was not satisfied with 
making it only halfway to the goal and 
took a closer look at their process in an 
attempt to garner a higher adoption rate.

The bank discovered that, many times, 
the person sending out the documents to 
the borrower was not the same person 
who was talking to the borrower on the 
phone. Call center employees were tell-
ing the borrower they were going to send 
them a document, but then the file was 
routed to a separate team in charge of 
sending out correspondence. Documents 

were frequently delayed and occasionally 
never sent. By changing the workflow so 
that the person on the phone with the bor-
rower was empowered to send the docu-
ments, usage of electronic document de-
livery went up to 65%.

Today, through a combination of train-
ing and complete integration of the mes-
saging into the sales process, the bank’s 
adoption rate stands at 89%.

Unexpected bonuses delivered by 
high adoption rates

Lenders have many good reasons for 
taking their lending operations fully elec-
tronic, but banks that have worked hard 
to get high adoption rates for electronic 
document delivery have found additional 
reasons to celebrate.

An added bonus of being able to deliv-
er documents while on the phone with the 
customer is that lenders were able to bill 
their customers instantly instead of wait-
ing for days for the borrower to receive 
their disclosures. Furthermore, eLynx 
data indicate that when a borrower begins 
the process with electronic disclosures, 
they expect to continue through the loan 
process electronically.

Use of electronic signatures on docu-
ments has also been tied to higher pull-
through rates. Lenders typically see less 
than 20% of the loan applications that 
start out in their pipelines make it to the 
closing table. Obtaining an electronic 
signature on the upfront disclosure has 
been shown to increase that number sub-
stantially. Finally, using electronic docu-
ment delivery and electronic signatures 
can shave up to 12 days off the closing 
cycle time. With all of these advantages, 
it’s easy to see why high adoption rates 
are a priority. ❖
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Many lenders believe that once the 
consumer enters the picture, they lose the 
power to influence adoption.
“ “
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