
Recovery Tips

For many mortgage departments the waves 
of application volume and new regulations 
over the last two years have magnifi ed the 

problems in the loan process. In some cases the 
waves have completely crushed the team’s ability 
to function and closing a loan becomes a series of 
fi res to battle. Traditional roles and responsibili-
ties don’t seem to work like they used to and the 
frustration between sales and operations contin-
ues to increase. The solutions lie in taking a new 
look at the pressure points and making adjust-
ments to fi t the new skills required throughout the 
loan process.

The fi rst step is to take every position in the 
loan process and write down the complete list of 
responsibilities. Sounds basic, but if this hasn’t 
been revisited in the last 12 months the odds are 
they are not accurate. List everything, including 
general e-mail boxes that must be checked. Be 
sure all monthly, quarterly and annual tasks are 
included.  NMLS and HMDA reporting are good 
examples of tasks that often get spread out and 
take up signifi cant amounts of time but don’t get 
accounted for in someone’s list of responsibilities.  

A generic list won’t work because no two com-
panies defi ne a mortgage originator, processor, 
underwriter or closer the same way. After creating 
the list of responsibilities add a description of the 
skills it takes to handle the tasks. As an added ben-
efi t, the complete and updated list of responsibili-
ties will help during interviews while hiring and 
avoid surprises when the new underwriter doesn’t 
know the fi rst thing about a TIL disclosure.

Accurate lists of responsibilities and skills are 
a valuable tool when trying to add effi ciency or 
reengineer the loan process. The list can be used 
to pick out responsibilities that fi ll well with 
specifi c skills and create a new support position 
around the processors and underwriters in particu-
lar. Typically a processor is thought of as needing 
good organization, prioritization and communica-
tion skills.  

Today processors also need a high degree of 

computer skills. When it becomes hard to fi nd in-
dividuals with all of these skills along with mort-
gage processing experience the list of responsi-
bilities can be looked at to pull together the tasks 

that have similar skills. Processing support very 
often includes a person who can set up the loan 
in the origination system and order documents 
but have you thought of moving communication 
tasks to one individual? This includes follow up 
on missing documents, customer and loan origi-
nator emails and closing coordination.  This is 
a great option when you have a talented techni-
cian for a processor who is less than perfect in 
customer service. 

Title reviews are an excellent example of one 
document that has developed a long list of under-
writing and eligibility issues that automated un-
derwriting cannot detect. The manual steps such 
as title reviews and income stability can become a 
higher-level position for individuals with a good 
knowledge of underwriting guidelines. The posi-
tion can focus beyond the specifi c fi ndings on the 
automated underwriting report and can complete 
the fraud analysis prior to underwriting. This se-
nior processor works as a team with the set up and 
document specialists.  Processing can be as many 
as 3-4 levels of skills on a team and improve the 
quality of submissions to the underwriter at the 
same time.

Underwriters are often the group with the most 
pressure since it takes more loans in the pipeline 
before the bean counters will add a body with this 
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high pay grade. The skill set is very technical but 
can still be separated into potentially three different 
positions. The fi rst and foremost step many lenders 
have already taken is to ask the underwriters to turn 
in their compliance police badge. This is not a re-
fl ection of the underwriter’s abilities. 

Every process must be designed with a clear and 
bright line of an underwriter’s highest and best use. 
Checking the date of a form against the 1003 and 
a closing date is not the same skill as calculating 
self employed borrower income. The GFE and TIL 
disclosure requirements can be taught to a person 
who likes technical work and can follow written 
procedures. A compliance desk responsible for dis-
closures is one of the positions that has grown out 
of RESPA and TILA changes and has fast become 
a standard step in the processing and pre closing re-
view process. The underwriters must focus on credit 
risk and appraisal analysis. 

Get everything else off of their plate! Keep re-
peating “highest and best use” whenever anyone 
wants to compromise on the quality of the fi les 
going to underwriting or add to the underwriter’s 
responsibilities. There is even an increase in lenders 
choosing to separate the appraisal review from the 
credit review since these two components no longer 
overlap in the risk analysis of the fi le. Tracking two 
approvals is a challenge but it can work.

There are also many well qualifi ed underwriters 
who are not tech savvy. Someone with good risk 
analysis is sometimes worth the effort to provide a 
technical support position responsible for validating 
automated underwriting fi ndings and loan origina-
tion system data after their review. An underwrit-
ing assistant in this role can also make paperless 
systems more effi cient and check fraud analysis 
reports. Compliance validation and fraud checks are 
necessary but come with the price of added time in 
the process.  

For the paperless loan process it is critical to have 
the documents organized and sorted just as the old-

fashioned paper package was submitted to the un-
derwriter. The trick is making sure the underwriters 
aren’t spending time surfi ng through all of the other 
folders as a double check. This takes up a lot of un-
necessary time and can stem from a lack of trust in 
the process.  

The right documents need to be given to the 
underwriter for a credit risk assessment and un-
derwriters need to stay focused. In one example a 
company was able to save over 20 minutes per fi le in 
underwriting review time after establishing a better 
process for documents in their e-folders.

A good look at the responsibilities of a closer 
can also open up opportunities to hire differently 
by separating administrative tasks from those that 
require mortgage knowledge.

In each stage of the process fi nd the best customer 
service people and put them on the front of the com-
munication line. Mortgage loan applicants are not a 
widget moving through an assembly line. 

Think of it this way: An automobile doesn’t de-
cide one day that it wants different tires or require 
long explanations about why it had to be painted 
blue instead of red. Customers have a choice to 
jump the track. The process can’t be so caught up 
on traditional steps that the need to hire or change 
is bogged down by lengthy responsibilities. Break 
it up and build teams with skills to help ride out the 
waves. ❖

A compliance desk 
responsible for disclosures 
is one of the positions that 
has grown out of RESPA and 
TILA changes.
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