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Executive Summary

Summit Ridge Mortgage is a competent, mission-driven organization with clear strategic intent to use Al for
operational efficiency and competitive advantage, but it is currently executing on an ad hoc, reactive basis
without the foundational infrastructure, governance, or change discipline required to scale. The organization
has identified the right problems — repetitive tasks, manual data entry, inconsistent customer
communication, and loan processing bottlenecks — but has not yet built the organizational operating model
required to solve them systematically.

The three highest-impact findings

1. Al strategy exists only in the owner’s mind, with no formal review, measurement, or cross-functional
alighment — meaning every technology decision is subject to interpretation and inconsistent
execution.

2. Datainfrastructure fragmentation is actively preventing Al implementation, with critical systems (CRM
and LOS) operating in isolation and key business data scattered across spreadsheets, shared drives, and
cloud services — creating double data entry, inconsistency, and the inability to train Al on reliable
information.

3. The organization has no formal change management discipline, meaning that even when new tools are
deployed, adoption is inconsistent, utilization is low, and the company repeats the same failure pattern
(as evidenced by the underutilized CRM) with each new technology investment.

What is at stake

If these gaps are not closed within the next 12 months, Summit Ridge will continue to lose competitive
ground to originators who have already systematized loan processing, integrated their data, and
automated routine customer interactions. Growth will remain constrained by the operational capacity of
individual loan officers rather than by market demand — and the organization will develop deeper
skepticism about technology, making future transformation progressively harder. The cost is not a single
failed project; it is compounding inefficiency, missed market opportunity, and erosion of trust in
leadership’s ability to execute.

What becomes possible

Within 90 days, Summit Ridge can establish a formal Al governance structure, integrate its core systems,
and deploy its first meaningful automation in document collection and status updates — freeing loan
officers to focus on client relationships and origination. Within 180 days, consistent execution can
produce measurable improvements in cycle time, loan officer capacity, and customer satisfaction,
establishing a proof point that unlocks organizational confidence. The organization has the leadership
commitment, the business clarity, and the financial capacity to move fast. What it requires is systematic
execution discipline and a clear roadmap.
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Al Maturity Snapshot

Across the five dimensions of the readiness assessment, Summit Ridge sits at an Early stage in four areas and
Developing in one. The pattern is consistent: intent and tooling exist, but the operating systems that turn
intent into repeatable execution do not.

Early Developing Defined Optimized

Strategy Early

Data & Infrastructure _ Early

Talent & Skills Early

Tooling & Implementation _ peveloping
_ Farly

Figure 1. Maturity signal across the five assessment dimensions.

Adoption & Change Mgmt

Dimension Signal What the assessment found

Strategy Right problems identified and leadership committed, but
Early strategy is reactive and owner-driven with no formal review
cycle, cross-functional alignment, or measurable objectives.
Data & Infrastructure Cloud investments (CRM, LOS) made, but poor integration
Early and reliance on spreadsheets and shared drives create a
fragmented, manual environment. Cloud adoption without
integration is a liability, not an asset.
Talent & Skills No formal digital or Al training. Learning is tribal and informal.
Early Change agents (Priya, Danny, Marcus) exist but are not part of
a structured capability-building system.

Tooling & Implementation Mortgage-specific tools used appropriately but underutilized
Developing due to poor integration and inconsistent data capture. No
Al-specific tooling yet, though clear use cases are identified.
Adoption & Change Mgmt No formal change management, structured engagement, or
accountability for adoption. Past rollouts created skepticism.

Adoption is inconsistent and driven by individual initiative.
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What this profile reveals

Summit Ridge is at a critical inflection point. It has done the hard work of identifying the right problems
and has leadership commitment, but has not built the organizational operating system — governance,
data discipline, change management, capability-building — required to execute at scale. The company is
attempting to run a 21st-century digital transformation on a 20th-century operating model. The gap is
not in vision or intent; it is in execution infrastructure. Breaking the cycle of ‘identify a good idea, deploy
a tool, struggle with adoption, move on’ is the single most important strategic priority.
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Key Findings

Finding 1: Al Strategy Exists Only in Reactive, Owner-Driven Form

What the assessment reveals

The assessment provides explicit evidence that Summit Ridge’s Al strategy is not formalized, not regularly
reviewed, and not cross-functionally aligned. The strategy is described as reactive and based on the owner’s
personal research and interests. Success is felt rather than measured with specific KPls. There is no
documented roadmap, no prioritization framework, and no clear sequencing of implementation. When asked
how often strategy is reviewed, the organization rated itself among its weakest areas. In short: the strategy is
not a document; it is a conversation in the owner’s head.

This creates compounding problems. Every team member holds a slightly different understanding of what Al
is meant to accomplish. Strategy that lives only in the owner’s mind is vulnerable to the owner’s bandwidth
and shifting priorities. And without a review process, the strategy cannot adapt to changing market conditions
or capabilities. The organization is navigating a multi-year transformation from a single point-in-time decision
rather than a living framework.

The strategic implication

Without a formal strategy, the organization defaults to reactive decision-making: a problem emerges,
someone proposes a tool, leadership approves it, deployment happens, adoption struggles, and attention
moves on. This pattern is expensive — tools go underused — and demoralizing, eroding confidence in
leadership. The absence of a prioritization framework also means resources are scattered across multiple use
cases, so none receives the sustained attention required for success. The ability to see opportunities exceeds
the ability to execute them.

The implementation truth

This persists not because the team lacks capability, but because formalizing strategy is strategically critical yet
operationally invisible. It is never as urgent as a customer issue, so it gets deferred. The owner-driven pattern
also reflects a predictable growth challenge: informal coordination that worked at a smaller scale has reached
its limit. This is not a failure of leadership; it is the point at which strategy can no longer live in one person’s
head.

-» The Leverage Point

Formalize a 5-10 page Al strategy document and establish a quarterly review cadence. It should answer
five questions in plain language: which problems Al will solve (in priority order), how success will be
measured, the sequencing of implementation, the resources required per phase, and who is accountable.
This is a disciplinary choice, entirely within the organization’s control, and completable within 30 days.
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Finding 2: Data Infrastructure Fragmentation Is Actively Preventing Al Implementation

What the assessment reveals

The assessment reveals fragmented, manually-intensive data management that directly constrains Al
implementation. There is a lack of integration between the CRM, the loan origination system (LOS), shared
drives, and spreadsheets. The cloud systems do not communicate, so the same data exists in multiple places
and formats with no single source of truth. The result is double data entry — not a small inefficiency, but a
symptom of a fundamentally broken data architecture that creates errors, inconsistency, and quality
problems. Tech-stack integration between the CRM and LOS is rated minimal and unreliable.

Notably, the systems themselves are modern — the CRM and LOS are not legacy platforms. But the way they
are used creates legacy-like problems. Customer feedback compounds the issue: it is collected inconsistently
at closing, with no structured system during the loan process, so an entire dimension of insight goes
uncaptured.

The strategic implication

Fragmented data sets a ceiling on what Al can accomplish. Al requires consistent, well-defined, high-quality
data; scattered and inconsistent data cannot reliably train the automations the organization is considering.
More fundamentally, the leadership team cannot see the business clearly — it cannot easily answer basic
guestions about cycle time, variation by loan officer or product, or which documents most often cause delays.
In a market where data-driven decision-making is becoming table stakes, this is a growing competitive liability.

The compounding cost

The cost shows up as direct manual labor (re-keying the same data), error and rework, missed automation
opportunity (automations depend on reliable status and document data), poor decision-making, and wasted
technology investment. The organization has effectively bought two halves of a bridge and not connected
them in the middle.

-» The Leverage Point

Prioritize CRM—-LOS integration as a Phase 1 foundational initiative and resource it for completion within
90 days. The goal is a single source of truth that eliminates the most painful manual workarounds and
creates the foundation for every downstream Al application. The leverage point is not only the technical
integration — it is the leadership decision to prioritize this work and see it through.
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Finding 3: Absence of Formal Change Management Is Causing Repeated Technology Failure

What the assessment reveals

The organization lacks formal change management discipline, and this is directly causing adoption failures.
Employee engagement in digital change is limited, with no formal training or change strategy. The CRM rollout
is cited repeatedly as a concrete example of a tool deployed but not fully adopted — and leadership is now
cautious about new technology because of it. Upskilling is hindered by the absence of formal programs;
learning is tribal and informal. The organization recognizes the problem but has not yet built the systems to
solve it.

The strategic implication

Without change management, technology investments do not produce expected returns, and the
organization is vulnerable to repeating the same failure with each new deployment — a predictable cycle of
hope, deployment, disappointment, and skepticism. Sustainable change requires that people understand why
a change is happening, how it affects their work, and how they will be supported. The organization can deploy
technology quickly, but it cannot yet implement change at scale.

The implementation truth

Change management is often dismissed as a soft skill or overhead, especially in organizations that have
succeeded through scrappy, fast execution. Its benefits (avoided failure) are invisible while its costs (training,
resources, longer timelines) are obvious. The organization may also simply lack the in-house expertise to
design and run it — it is rarely taught in business school or learned early in a career.

-> The Leverage Point

Treat change management as a core capability, starting with a named change-management lead and a
simple framework: readiness assessment, training delivery, a communication plan, a way to surface and
manage resistance, and an adoption metric. Run an honest, non-blaming retrospective on the CRM
rollout, then pilot the framework on the next deployment before scaling it.
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Finding 4: CRM Underutilization Reveals Tool Deployment Without Adoption Accountability

What the assessment reveals

The CRM appears throughout the assessment as a tool deployed but not fully used: data is incomplete and
inconsistently captured, customer data is underutilized, and the CRM is not reliably integrated with the LOS —
forcing duplicate entry. The pattern is clear: the organization invested in a capable platform but is not
capturing its value.

The strategic implication

Incomplete customer data means the organization cannot segment customers, personalize communication, or
sharpen sales effectiveness. The CRM is also a concrete warning sign: it is the reason leadership is cautious
about new technology, and it previews exactly what will happen to Al tools deployed without training,
integration, and accountability.

The implementation truth

The CRM is underutilized not because the tool is bad or staff are resistant, but because the organization did
not do the work to drive adoption: inadequate training, no integration, unclear expectations, no
measurement of usage, and no communicated business case. This is a deployment and change-management
failure, not a tooling or people failure.

-> The Leverage Point

Run a focused CRM optimization initiative — data cleanup, configuration review, LOS integration to
remove double entry, targeted training on the most critical functions, and clear usage expectations —
completed within 60 days. The aim is not perfection but making the CRM genuinely useful, and capturing
the lessons to inform the broader change-management framework.
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Finding 5: Lack of a Formal Al Measurement Framework Prevents Demonstrating ROI

What the assessment reveals

The organization has identified the right outcomes — loans closed per loan officer and speed from application
to clear-to-close — but these are felt rather than measured with specific KPIs. There are no defined metrics
for the automations being planned: how much time will be saved, how much error rates will improve, or how
this translates to customer experience and origination capacity.

The strategic implication

Without measurement, the organization cannot demonstrate ROI, cannot learn from implementations,
cannot build organizational confidence, and cannot optimize what it deploys. This is especially costly given
leadership’s already-cautious stance: if Al value is invisible, continued investment is hard to justify.

The implementation truth

Measurement is often deferred as overhead, and it depends on two things the organization is still building:
strategic clarity (Finding 1) and data infrastructure (Finding 2). Yet a basic framework need not wait for either.

-> The Leverage Point

Before any major Al deployment, establish a simple measurement framework — even a spreadsheet —
defining for each initiative the target business outcome, the success metric, the baseline, the target, the
measurement cadence, and the owner. Establishing it before implementation begins is what makes
impact measurable, and a monthly or quarterly review keeps initiatives honest.
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Finding 6: Sales Process Lacks Full Digitalization and Automation

What the assessment reveals

The sales process is not fully digitalized or automated. There is inconsistency in lead intake, manual document
collection, and manual status communication. Inconsistent lead intake is particularly significant because it
undermines the organization’s ability to analyze lead quality, conversion, and sales effectiveness. Customer
data is underutilized, limiting its impact on sales strategy.

The strategic implication

Growth is constrained by the capacity of individual loan officers rather than by market demand. Manual
communication cannot scale a consistent customer experience as the organization grows, and the team is
missing opportunities to use data to improve sales effectiveness. Competitors who have digitalized and
automated will process loans faster and deliver a better experience.

The compounding cost

Loan officer time spent on non-value-adding tasks, an inconsistent customer experience, missed revenue
opportunities, and competitive disadvantage — all compound over time.

-> The Leverage Point

Map the current sales process end-to-end (lead intake to closing), identify which steps are manual,
estimate time spent, and rank automation opportunities by impact and feasibility. Start with the 30-day
quick wins, then move to larger initiatives in a prioritized sequence.
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Finding 7: Leadership Engagement in Al Adoption Is Inconsistent

What the assessment reveals

Leadership is cautiously open to Al — one of the stronger areas — but the language of caution and balancing
suggests hedging rather than full commitment. Senior leaders, particularly Marcus, drive adoption, which is
positive but reveals a concentration of responsibility: if Marcus is pulled toward other priorities, the initiative
loses momentum. Leadership’s caution is grounded in real past experience with underutilized systems like the
CRM, which creates a credibility challenge for future initiatives.

The strategic implication

Inconsistent engagement leaves the initiative vulnerable to drift and competing priorities — especially in a
mortgage business with frequent regulatory, market, and operational pressures. It risks under-resourcing,
misalignment across the leadership team, and a credibility gap that fuels employee skepticism.

The implementation truth

Engagement is inconsistent because past investments disappointed, because there is no formal governance
structure to ensure consistent engagement, and because the initiative currently rests on Marcus’s personal
commitment rather than an organizational mandate.

-> The Leverage Point

Establish a formal Al governance structure: a steering committee spanning leadership, operations,
technology, and customer service; a clear charter with scope, objectives, and success metrics; a monthly
review cadence; defined roles with single-point accountability; and a communication plan. This ensures
consistent engagement, timely decisions, and a clear signal that leadership is serious.
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Patterns & Systemic Risks

Three patterns recur across the findings, and they are causally linked. Together they form a self-reinforcing
cycle in which early failures create skepticism that makes future success harder to achieve.

The Three Patterns

e Strategy without execution discipline — the right direction is set, but the strategy is undocumented,
unreviewed, unmeasured, unprioritized, and unowned. Good intent, missing execution infrastructure.

¢ Technology investment without change management — tools are purchased (CRM, cloud systems)
without the training, communication, and accountability needed to drive adoption. The gym
membership bought but never used.

e Fragmented data creating fragmented capabilities — data scattered across systems, spreadsheets, and
shared drives blocks sophisticated Al, prevents data-driven decisions, and limits a scalable customer
experience.

The Reinforcing Cycle

These patterns connect into a causal chain: unformalized strategy leads to uncoordinated execution, which
produces siloed technology investment, which fragments data, which prevents Al from materializing, which
removes proof of success, which raises skepticism, which makes change management harder — lowering ROI,
increasing caution, and feeding back into the start of the loop.

No formal
strategy
Harder change YD IR uncoordinated
management execution
\
\

4

/

REINFORCING
Rising siloed tech
skepticism investment
CYCLE

Lower ROl - more caution

\ /
\ "4
No proof of Fragmented
success . data
— —
Y At W
materialize

Figure 2. The self-reinforcing cycle linking the three systemic patterns.

Root Cause

The root cause beneath all three patterns is an organizational operating model that is not yet mature enough
to support a digital transformation. The organization is trying to add a new capability (Al) onto an operating
model built for a smaller, more informal business — attempting to run a marathon at sprint pace without
building the conditioning to sustain it.
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Top 3 Systemic Risks (12-Month Horizon)

1. Initiative drift and momentum loss — without formal strategy and governance, the Al initiative will be
deprioritized whenever regulatory, market, or operational crises demand attention, leaving minimal
progress 12 months out.

2. Continued technology underutilization — without change-management discipline, Al tools will be
deployed but underused, repeating the CRM pattern and reinforcing skepticism.

3. Competitive disadvantage (not yet visible) — competitors systematizing, integrating, and automating
now will build a compounding lead while Summit Ridge remains in the planning phase.
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The Strategy Gap

Summit Ridge’s stated strategy is clear in intent but vague in execution: use Al to improve operational
efficiency, increasing loan origination capacity and improving customer experience. This is a sound direction,
but the distance between intent and implementation capacity is substantial.

Strategy ahead of execution

The organization knows where it wants to go but has not defined the path — no prioritization among use
cases, no sequencing, no resource plan, no measurement framework. It is a ship with a clear destination but
no navigation plan.

Execution without strategy

Simultaneously, the organization executes tactically without strategic connection — cloud systems bought
without integration or governance, data integration recognized but not resourced, change challenges
addressed without a framework. Necessary moves, but not yet tied to the larger transformation.

The market-reality gap

The strategy may not be ambitious enough. It focuses on efficiency and reducing repetitive tasks — important
— but does not yet treat Al as a lever for differentiated customer experience or new business models. The
organization is thinking about efficiency; competitors may be thinking about competitive advantage.

Implementation Audit

The organization currently has no meaningful Al implementation in place — it is in the planning and
preparation phase. This is not a criticism; it is simply the starting point. Several functions are strong
candidates for early implementation, and several high-value areas remain untapped.

Strong Candidates for Early Implementation

e Loan processing operations — automating document collection and status updates; well-defined
process, structured documents, clear benefit.

e Customer communication — improving timeliness and consistency; direct customer-experience impact,
relatively fast to implement.

e Document management — checking document completeness; a discrete, automatable task.

Underserved, High-Potential Areas
e Customer analytics and segmentation — to identify high-value segments and personalize interactions.
e Loan performance analytics — to surface patterns, predict risk, and optimize pricing.

e Sales effectiveness and lead scoring — to prioritize high-potential opportunities and personalize
outreach.

e Operational optimization — to identify bottlenecks and improve efficiency.
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Technical-Debt Risks to Avoid

As implementation begins, four patterns would create technical debt: deploying point solutions without
integration; implementing Al without data governance; deploying models without monitoring for drift; and
rolling out tools without consistent change management. The organization should define a clear Al
architecture so applications share data rather than sprawling into disconnected tools.
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Competitive Landscape

Summit Ridge is currently middle-of-the-pack: it has the right intent and leadership commitment, but has not
begun systematic implementation, which likely puts it behind competitors who have started. On its current
trajectory, the organization will be in a weaker position in 12-18 months as competitors capture efficiency
and experience gains. Two asymmetric advantages are available.

Asymmetric Advantage #1 — Customer Experience Differentiation

By integrating data, building customer analytics, and using Al to personalize communication and
recommendations, Summit Ridge can create an experience competitors cannot easily replicate — customers
who feel understood, cared for, and confident. Less obvious than efficiency automation, but potentially more
durable.

Asymmetric Advantage #2 — Operational Excellence

Automating routine tasks frees loan officers for relationship building and origination, increasing capacity
without proportionally increasing headcount. Over time this creates a cost-and-capacity advantage:
competitors who have not automated must hire to grow, which is slower and more expensive.

Area of greatest risk of falling behind: data-driven decision-making

Data-driven decision-making compounds — better decisions yield better outcomes, which generate more
data for even better decisions. The gap between data-driven and intuition-driven organizations widens
over time. Prioritizing data integration and analytics is less visible than automation, but it is foundational
to long-term competitive success.
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Strategic Opportunities & Prioritization

Four opportunities, sequenced by impact and dependency. The 30-day quick win comes first because it is the
foundation the larger initiatives depend on; data integration follows because it unlocks both automation and
personalization.

1 EARLIEST / FOUNDATIONAL

Data Integration
& Analytics

. Loan Processing
Very High - Automation .
]
g O
E
g y [
o
(1)
©
= Customer Experience
0 Personalization
High - o

Quick Win:
Governance & Strategy

i | I
30 60 90 120
Time to implement (days)

Figure 3. Opportunities mapped by strategic impact and time to implement.

QUICK WIN - 30 DAYS Establish Al Governance & Formalize Strategy

Outcome: A documented strategy and a functioning steering committee that create organizational alignment
and a foundation for sustained transformation.

Effort-to-impact: High impact, low effort. A disciplinary initiative — thinking and decision-making, not major
implementation. ~1 FTE.

OPPORTUNITY 1- 90 DAYS Integrated Data Infrastructure & Customer Analytics

Outcome: A single source of truth across CRM and LOS, plus initial analytics for customer segmentation and
loan performance — enabling data-driven decisions.

Effort-to-impact: High impact, moderate effort. Foundational work that enables everything else. ~2—-3 FTE.

OPPORTUNITY 2 - 60 DAYS Loan Processing Automation

Outcome: Automated document collection, status updates, and completeness checking — freeing loan
officers, improving experience, and reducing cycle time.

Effort-to-impact: High impact, moderate effort. Concrete and visible; demonstrates ROl quickly. ~2—3 FTE.

OPPORTUNITY 3 - 120 DAYS Customer Experience Personalization Through Al

Outcome: Al-driven personalization of communication, recommendations, and follow-up that improves
satisfaction and retention and differentiates from competitors.
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Effort-to-impact: High impact, moderate effort. A Phase 2 initiative that depends on data integration being in
place. ~2—-3 FTE.
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The Recommended Al Roadmap

A phased, 180-day roadmap sequences foundation before scale. Each phase has a primary owner, key
initiatives, a decision point, and a success metric. The single most important milestone is a visible, measurable
result by the end of Phase 2 — the proof point that builds organizational confidence.

PHASE 1 PHASE 2 PHASE 3
L g [ L J
Days 1-30 Days 31-90 Days 91-180
Foundation & . Scale &
. . Core Build :
Quick Wins Integration
o Formalize Al strategy e Complete CRM-LOS data o Expand automation across
document integration processing
e Establish Al governance e Deploy first loan- e Launch customer-
& steering committee processing automation experience
personalization
o Engage change agents e Execute CRM optimization
> > o Broaden data analytics
o CRM optimization e Stand up change- capability
assessment management discipline
o Establish Al Center of
e Assess data integration e Build initial analytics Excellence
needs dashboards
e Plan next-wave
initiatives
N~ — - - - -

Figure 4. The 180-day phased roadmap.

PHASE 1 — Foundation & Quick Wins (Days 1-30)

Primary owner: COO / VP of Operations, with support from Marcus and technology leadership
Key initiatives
e Formalize the Al strategy document (Days 1-10): business problems in priority order, success metrics,
sequencing, resources, accountability.

e Establish the Al governance structure and steering committee (Days 5-15) with a clear charter and
monthly cadence.

¢ |dentify and engage change agents — Priya, Danny, and others (Days 10-20).
e Conduct a CRM optimization assessment (Days 15-30).
e Assess data integration requirements across CRM, LOS, spreadsheets, and shared drives (Days 15-30).

Key decision: Leadership commitment to Al transformation and willingness to resource it — a decision about
strategic direction, not specific tools.

Success metric: Al strategy document approved; steering committee established and first meeting held; change
agents engaged; organization understands the direction.

Critical milestone

Critical leadership behavior change: Marcus must shift from owner-driven decision-making to delegation —
handing implementation to the COO/VP of Operations and focusing on strategic guidance and removing
barriers. This shift from driver to enabler is essential for scale.

Summit Ridge Mortgage - Confidential Page 20 of 22



Value-Driven Al Transformation Framework Phase 1 - Key Findings Report

PHASE 2 — Core Build (Days 31-90)

Primary owner: VP of Operations, with dedicated project managers for integration and automation
Key initiatives
e Complete CRM-LOS data integration with data governance, testing, and change-management support.

¢ Implement loan-processing automation — map the workflow, automate the top two opportunities,
pilot with a subset of loan officers, and measure impact.

e Execute CRM optimization — data cleanup, configuration, targeted training, and usage accountability.

e Establish change-management discipline — name a lead, build the framework, and apply it to
integration and automation.
e Build initial analytics capabilities — a customer segmentation model and dashboards.

Key decision: Resource allocation for data integration and automation — leadership must commit even amid
competing operational demands.

Success metric: Data integration complete and tested; automation deployed and showing measurable impact;
CRM adoption improved; change-management framework applied.

Critical milestone

By the end of Phase 2, the organization should have deployed its first meaningful automation and be seeing
measurable results. If Phase 2 produces no visible results, skepticism rises and future initiatives meet
resistance.

PHASE 3 — Scale & Integration (Days 91-180)

Primary owner: VP of Operations, with a dedicated Al / automation team
Key initiatives
e Expand automation across loan processing based on Phase 2 learning.
* Implement customer-experience personalization using Phase 2 segmentation and analytics.
e Build out data analytics — loan performance, pricing analysis, operational metrics, and self-service
reporting.
e Establish an Al Center of Excellence with governance for model development, deployment, and
monitoring.
¢ Plan Phase 4 initiatives — lead scoring, pricing optimization, and risk assessment.

Key decision: Investment in a dedicated Al/automation team and infrastructure to move from project-based work
to a capability-based operating approach.

Success metric: Automation expanded across processing; measurable gains in satisfaction and retention; improved
loan officer productivity; internal Al capability established.

Summit Ridge Mortgage - Confidential Page 21 of 22



Value-Driven Al Transformation Framework Phase 1 - Key Findings Report

Closing

Summit Ridge Mortgage is navigating a transformation that is simultaneously urgent and complex. The
urgency is real: originators who do not systematize and leverage Al for efficiency and experience will lose
market share, and the window to catch up is not infinite. The complexity is real too: this is not merely
deploying tools, but changing how the organization manages data, makes decisions, manages change, and
holds itself accountable.

What is clear is that Summit Ridge has the foundational elements to succeed. Leadership — particularly
Marcus — has identified the right direction. The organization has the financial capacity to invest, has named
specific high-value use cases, and has change agents willing to drive adoption. What it needs now is the
discipline to execute: to formalize strategy, integrate systems, manage change systematically, and measure
progress consistently.

The gap between where Summit Ridge is today and where it needs to be is not a gap in vision or capability —
it is a gap in organizational operating system. The good news is that this gap is entirely within the
organization’s control. It does not need to wait for technology breakthroughs or market changes. It needs to
make disciplinary choices: formalize strategy and review it quarterly; integrate its data; establish clear
governance; invest in change management; and measure progress.

The next 30 days are critical

If the organization formalizes its Al strategy, establishes governance, and engages its change agents,
it creates the foundation for success. If it delays this foundational work in favor of jumping directly
to implementation, it will repeat the CRM pattern: deploy tools, struggle with adoption, and move
on. The choice is clear. The path forward is clear. What remains is execution.

End of Report
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