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Aside from being committed to implement change,  
an institution seeking to transform the lending process 
needs a plan with key objectives. Many banks think they 
can “wing it,” but you can’t turn an established lending 
process upside down without knowing what you want to 
accomplish and developing an effective plan to achieve 
the intended results.

Executive Summary
You know your current lending process is too people- and labor-intensive. The process is 

inefficient. Your institution would like to change the lending process to bring more efficiency 

to the process and to create a better customer experience. But do you have the corporate 

commitment, resources, project leadership and energy to make the change? While it is common 

to hear many people in financial institutions talk about change, not all institutions get to the 

finish line. There is typically a disconnect between “We want to change the lending process” and 

“We have to change the lending process.” Financial institutions that fail to implement change in 

the lending process typically do so due to a lack of commitment to change, a lack of focus and 

a lack of expertise. 

Changing your lending process is not for the faint of heart for an institution that is not 

committed and capable of seeing the project through to the end. If your institution is the 

latter, seek help. If earnings growth and efficiency are key objectives for your institution, make 

the change happen. Efficiency improvement and earnings pickup of this magnitude are rarely 

available to an institution. The ROI on implementing integrated lending process technology is 

dramatic and swift even as it enhances the customer experience. While change may not be easy, 

the payoffs make it critical for financial institutions looking to grow profitably.

Four Phases for Change
Preparing for and implementing change in the 
lending process requires success in four main phases. 
These are discovery and planning, vendor selection, 
implementation and kickoff. Each of these phases 
requires leadership at the financial institution and 
sound communication between management, staff and 
potential partners. When financial institution leaders 
are informed and enthusiastic about the change, they 
are better able to pivot and address any unexpected 
circumstances or staff resistance that might arise. 
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PHASE 1 :  DISCOVERY AND PLANNING

Phase 1 of preparing for and implementing change in 
the lending process is focused on internal discovery 
and project pathing. After securing Board and C-Suite 
support, the discovery phase starts with the identification 
of an executive project leader. This person should 
have strong strategic thinking skills along with a deep 
understanding of the institution’s lending process, credit 
culture and analysis, loan administration process and 
compliance. Supporting the executive project leader 
should be a small team of subject matter experts from 
the relevant departments. Together these individuals 
make up the leadership team responsible for driving 
improvements to the lending process. 

After creating this team, the next step in the discovery 
process is the internal scoping and mapping of the 
current lending process from start to finish. Step-by-
step information must be gathered and documented 
from individual interviews of each bank department 
representative involved in the lending process. From 
these interviews the current lending process is mapped 
out covering all of the key loan segments and loan sizes. 
At the same time, the customer experience and points of 
interaction are also mapped to ensure enhancements to 
the lending process improve the borrower’s experience. 
Process pain points, administrative bottlenecks, process 
change benefits and opportunities for increased lending 
can be identified and documented during this phase. The 
documented findings are aggregated and a general set 
of objectives is identified for discussion with the C-Suite. 
During the C-Suite discussion a general plan is presented 
to obtain a “go” or “no go” decision to move forward 
with improvements to the lending process, along with an 
outline of a project budget and key objectives. 

PHASE 2 :  VENDOR SELECTION

Phase 2 focuses on the selection of a vendor partner. 
A second team of institution members is recruited to 
support the smaller leadership team. These new team 
members provide more technical support to the smaller 
evaluation team and should include a commercial lender, 
senior lender, senior credit officer, senior credit analyst, 
senior loan administration officer, compliance officer 
and a senior technology officer. This phase includes 

the research of vendors in the technology space that 
the institution believes can meet the project objectives. 
Key vendor collateral information should be requested 
from identified vendors and vendor websites should 
be reviewed during this phase. Vendors in the required 
technology space can be scheduled for on-site  
and conference call discovery and demo meetings  
These meetings provide the institution an opportunity 
to scope and map the capabilities of each vendor vs. 
the required institution objectives. A general price for 
the requisite technology solution can be gauged from 
each vendor as well as an evaluation of the ROI on 
the technology and the various benefits of the process 
enhancements evaluated (i.e., earnings, qualitative 
benefits, client benefits of enhancements vs. costs). Once 
a vendor is identified that most closely aligns with the 
institution’s key objectives, further evaluation should be 
focused on the strengths and weaknesses of the vendor 
and their business. Factors to be evaluated can include 
the vendor’s:

• key organizational strengths and weaknesses 
including ownership

• financial strength

• software development capabilities

• corporate history

• level of customer service

• business expertise

• implementation track record

• cybersecurity

• technology platform

• disaster recovery plan

• customization and configuration capabilities

• software development strategy, and last but not least 

• the cost today and in the future.
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The vendor meetings also support the important step of 

mapping the institution’s current and prospective lending 
processes for key loan types and sizes vs. the technology 
solution provided by the vendor. These workflow 
discovery conversations must satisfy the institution’s key 
objectives. Following the vendor discovery, meetings and 
demos, a vendor comparison report can be completed 
and a vendor selected. The final step in the vendor 
selection is calling the references. With satisfactory 
references, the contract step can move through review, 
negotiation and execution.

PHASE 3 :  TECHNOLOGY 
IMPLEMENTATION

Phase 3 focuses on the implementation of the technology 
into the institution’s current lending process using new 
process workflows. A first step in the implementation 
process is a scoping meeting to discuss mapping key 
data from the institution’s core to the vendor platform. 
Typically, this mapping process takes the form of an 
extract file set-up for transferring client relationship, 
collateral and other key information. This information 
auto populates the vendor platform, typically in batch 
form nightly. Following a discussion on the extract 
file, the current lending process workflow should be 
documented on a white board, and this exercise should 
include identifying process improvements. Once the 
proposed workflows are mapped it is easy to describe 
the process changes and how they will benefit the 
institution’s team members in the lending process. 

The white boarding also includes process improvements 
targeted to benefit the client. An important aspect of 
this step is that it provides the institution with a view 
of any new team member roles and responsibilities. 
Team member roles and responsibilities are included in 
the steps of the new loan workflows, with notifications 
mapped for the workflow users to follow as the lending 
process is streamlined. 

After careful evaluation of the new workflows that 
have been built in a collaborative manner with the 
vendor and agreed to by the team members, a final 
implementation plan that includes team member 
training and roll out should be created. Key components 
of the final implementation plan include the specs for 
the online application portal, including any required 
applicant information, qualifying questions, disclosures, 
compliance and pipeline processes. Existing links to 
third-party data sources (such as credit bureaus, OFAC 
checks and documentation preparation platforms) should 
be identified in the implementation plan in order to 
bring these vendors into the workflow so that as many 
meaningful steps can be automated as the institution 
wishes. Standardized notifications, internal memos, 
letters to clients, archives, etc., are created to support 
the workflows as part of this phase. Templates are 
finalized. Links are completed to the outside third-party 
platforms, such as a loan documentation preparation 
platform, credit bureaus, OFAC, digital loan signature, 
etc. 

• Mapping key data

• Mapping proposed  
workflows and  
process improvements

• Evaluation of the 
new workflows

• Final Implementation plan • Testing period

Technology implementation

Evaluation ImplementationMapping Testing

</>
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At this point, key reports can be identified in the 
dashboards or custom-created with the institution’s 
input to move the institution to a more dynamic and 
forward-looking organization. If applicable, loan scoring 
and decisioning is customized and loan pathing is 
created in this phase in support of the approval process. 
Institution-specific credit memoranda can be built out 
leveraging the technology to auto-populate the credit 
package. Finally, users and their roles for the platform 
are established.

Following the development of the implementation plan, 
an extensive and thorough testing period should occur 
from the core extract through each step of the workflows 
and third-party vendors. The testing should conclude with 
a parallel test of the whole lending process with loans 
going through the institution’s current lending process. 
Key trainers should be identified in this phase who will 
become platform experts available to test the platform 
and support user training.

PHASE 4 :  K ICKOFF

Kicking off technology change at an institution is a 
unique process based on the personality, resources 
and skill set of the institution and its staff. Some 
institutions like to do a soft and slow roll out, while 
others prefer an overnight sunset of the old technology 
for replacement by the new. Leadership plays a critical 
role in the roll out, especially in regards to messaging 
the importance and advantages of the change. If the 
change management process was inclusive and well 
managed, the key participants using the new technology 
should be advocates for the change, providing testimony 
of the enormous benefits to the institution and borrower 
experience. A poorly managed process will leave key 
users confused and lost in the technology, and the 
borrower experience may actually get worse. 

Conclusion
If transforming your financial institution’s lending 
process was easy, it would have probably occurred 
long ago, and more financial institutions would 
probably undertake overhauls in order to address 
inefficiencies and improve the customer experience. 
However, technology available today allows institutions 
to dramatically improve the speed and efficiency 
of originating, onboarding and administering loans. 
Implementing this new technology into an established 
lending process provides one of the most significant 
opportunities for efficiency gains and earnings 
pickups seen in the industry for years. However, the 
change is not easy to implement. It requires strategic 
commitment, funding and planning. With these, 
meaningful changes are achievable, and the payoffs to 
customers, staff and shareholders are substantial.
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