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Executive Summary

In response to continued growth and increasing operational complexity, a $1.5B regional bank and $5.6B Credit Union
recently recognized the need to modernize its mortgage technology infrastructure. BlackFin Group was then engaged to
develop and execute a comprehensive Mortgage Technology Platform Strategy that aligned with the bank’s growth
trajectory, business goals, and regulatory expectations. Over a 12-week engagement, BlackFin delivered a tailored strategy,
supported vendor evaluations, and laid the foundation for efficient implementation — ultimately reducing risk, optimizing
cost, and empowering future scalability.

Engagement Background

Over the past eight years, the bank in focus has experienced rapid and sustained growth, crossing the $1.5 billion mark in
total assets. This expansion created new challenges in the bank’s mortgage operations, which had outgrown the
capabilities of its existing technology platform. Leadership sought a forward-looking solution to support future growth,
increase operational resilience, and address growing regulatory expectations.

Recognizing the complexity of modern mortgage technology ecosystems, the bank turned to BlackFin Group — a
consultancy with deep expertise in mortgage operations, fintech, and change management — to guide the development
and execution of a comprehensive Mortgage Technology Strategy.

Engagement Goals

BlackFin Group was engaged to define a strategic roadmap for the bank’s mortgage technology platform. Key objectives
included:

e Articulating the future business process and target operating model that will drive technology decisions.

e Developing selection criteria for Loan Origination Systems (LOS), Point of Sale (POS) platforms, document
providers, and data verification services.

¢ Recommending a sequence for adopting new technologies to minimize disruption and maximize ROI.
¢ Identifying a short list of vendors for each core platform component based on fit, capability, and cost.
e Supporting vendor demonstrations and cost analysis to ensure well-informed, confident decision-making.

e Addressing change management to ensure organizational readiness and adoption success.

Strategic Approach
BlackFin’s approach was guided by three core principles:
1. Alignment with enterprise goals: Technology decisions must serve broader business and strategic objectives.
2. Practical implementation: Solutions must be realistic, taking into account available skills, budgets, and timelines.

3. Organizational transparency: Strategy and decisions must be clearly communicated across stakeholders.



To bring this approach to life, BlackFin followed a five-phase process:

Phase 1: Discovery

BlackFin initiated the project with in-depth discovery sessions, including:
e Review of internal documentation and prior strategic efforts
e Stakeholder interviews across executive, mortgage, and technology teams
e Workshops to map and assess existing loan origination workflows

This phase established a shared understanding of the current state, pain points, and future-state aspirations. It also laid the
groundwork for managing change effectively.

Phase 2: Strategy Development

BlackFin synthesized findings from the discovery phase to draft a tailored Mortgage Technology Platform Strategy.
Deliverables included:

e Asequenced roadmap for platform modernization
e High-level best-practice workflows
e Clear criteria for evaluating future technologies and vendors

Feedback from key stakeholders was incorporated through focused workshops, ensuring buy-in across the organization.

Phase 3: Vendor Recommendations
With the strategy in place, BlackFin provided:

e A curated shortlist of vendors (maximum three per component) for LOS, POS, document management, and data
services

e Comparative analysis of vendor strengths, weaknesses, and alignment with bank needs
e Interview guides for vendor discussions

These recommendations enabled confident shortlisting without overburdening internal resources.

Phase 4: Vendor Demonstrations & TCO Analysis

BlackFin facilitated all vendor demos, including:
e Designing real-world demonstration scenarios
e Preparing demo scorecards and pre-demo coaching
e Attending sessions to provide objective feedback

Post-demo, BlackFin developed a comprehensive Total Cost of Ownership (TCO) model covering:



e Licensing and maintenance fees
e Vendor and internal implementation costs
e Integration and third-party service costs

This data-driven model empowered leadership to make fiscally responsible decisions and avoid hidden costs.

Phase 5: Final Strategy & Implementation Readiness
The final deliverables included:
e A fully documented Mortgage Technology Strategy
¢ Implementation guidance tailored to selected vendors
e Presentations and knowledge transfer sessions with executives, operations leaders, and the project team

These deliverables not only informed decisions but also equipped the organization to begin implementation confidently
and coherently.

Results and Impact

By the end of the engagement, the bank had a well-documented, board-level strategy aligned to business goals and growth
targets. Key outcomes included:

¢ Risk Mitigation: BlackFin's expertise helped the bank avoid costly missteps and underperforming solutions.

e Cost Optimization: Through vendor negotiation support and TCO modeling, the bank achieved the lowest
sustainable cost of ownership.

¢ Implementation Readiness: BlackFin built a roadmap and process structure that allowed internal teams to stay
focused on day-to-day operations while preparing for a smooth transition.

e Strategic Clarity: Leadership gained a clear, step-by-step guide to modernization, increasing confidence and
organizational alignment.

Following the strategy engagement, the bank retained BlackFin to oversee implementation — a testament to the value
delivered and trust established.

Conclusion

This engagement highlights the value of pairing deep mortgage industry expertise with pragmatic technology strategy. By
combining technical acumen with stakeholder-focused change management, BlackFin Group helped a rapidly growing bank
not only choose the right technology — but also lay the foundation for long-term scalability and compliance.

For financial institutions navigating similar growth challenges, a structured approach to platform modernization can be the
key to unlocking efficiency, agility, and customer satisfaction.
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