
Best Practice: Evaluate the potential 
to outsource all entry or mid-level 
mortgage knowledge tasks that are 
driven by simplicity or could benefit 
from a rules-based methodology.

Best Practice: Identify and eliminate 
duplicate data entry by loan 
processors. Electronically rationalize 
duplicate data entry tasks to one-time 
front end entry.

Best Practice: Cross-train employees 
formally across areas so that they 
have the flexibility to switch 
assignments and pitch in whenever 
and wherever they are needed.

Loan Servicing Workflow
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(RESPA) Review is a review 

for Housing and Urban 
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Documentation Checklist

· Signature

· Proper docs

· Proper images

Information: 90 FTEs with 5 

day SLA for Notes

Process Improvement: Final Docs 

can wait months for localities to 

provide documentation. These 

delays require constant follow-up 

effort and decrease customer 

delight.

Process Improvement: About 20-

30% of the 3K+ settlement agencies are 

assigned to less than 3 loans. 

Inadequate tracking of vendor alignment 

to investor and state loan guidelines, 

needlessly increases the number of 

client relationships to develop.

Process Improvement:Loans that 

come into Post-Closing have a 25% 

error rate from the front end, ranging 

from entry errors to missing documents. 

These errors force a round of review 

and correction that diverts time from 

valuable post-closing activities.

Technology Improvement: No 

system is currently in place to sort 

loans by locality and deadline. 

Inadequate sorting reduces the 

efficiency of reconciliation efforts.

Process Improvement: The closed 

loans that Final Docs receives do not 

always include all necessary 

documentation. Location of the missing 

documents extends cycle times for the 

team and reduces their focus on client 

delight.

Process Improvement: The Post-

Closing team has reduced quantity to 

increase quality. Although the error rate 

has declined from 10% to 1%, the team 

lacks sufficient capacity to support the 

incoming volume at this improved 

quality level.

Process Improvement: Post-Closing 

must currently work with more than 

3,000 settlement agencies to obtain 

missing documents. Relationship 

specialists must split their time to deal 

with multiple settlement agencies.

Information: 12 FTEs with 30 

day settlement SLA

Branch Review

RESPA

Custodial

Information: 16 FTEs with 25 

SLA from closing refund

 

Loan documentation 

received in scanned 

file through System A

Program 

Managers
1.01

Choose a loan within 

System A

Program 

Managers
1.02

Review documents in 

loan package

Program 

Managers
1.03

Compare 

documentation 

against checklist

Program 

Managers
1.04

Are there loan level 

exceptions?

Set pend to 

resolution team

Program 

Managers
1.11

Yes

Correct exceptions 

and upload into 

System A with 

updates

Program 

Managers
1.16

No

Open loan within 

System A

Program 

Managers
1.05

Review the Final 

Closing HUD fees in 

System A

Program 

Managers
1.06

Update loan package 

with any and all fee 

amounts within 

System A

Program 

Managers
1.07

Refunds Required? Issue Refund

Program 

Managers
1.13

Yes Are there any errors? Yes

Contact settlement 

agency to reconcile

Program 

Managers
1.14

Send to System A, 

clear exception

Program 

Managers
1.15

No

No

Open loan within 

System A

Program 

Managers
1.08

Is it a Pend On A 

(POA) doc or a note?

Send to custodial 

department

Program 

Managers
1.17

No

Is it a security 

instrument or title 

pend?

No

Send to Custodian to 

pend final docs

Program 

Managers
1.18

No

Resolve pend type if 

it is a missing 

document or if 

document needs 

correction

Program 

Managers
1.20

Send to custodial 

department for review

Program 

Managers
1.21

Are there still pends?

Continue monitor of 

pends and work to 

resolve

Program 

Managers
1.22

Loan clears from 

workstation and is 

removed from 

System A

Program 

Managers
1.23

Yes

No

Is it a missing doc 

pend?

Remove from System 

A workflow

Program 

Managers
1.12

Review note in 

System A

Program 

Managers
1.09

Can it be verified?

Yes

No

Review recorded 

collateral docs

Program 

Managers
1.10

Yes

Final Documentation

Information: The Custodial 

Department acts as front line 

to investors

Penned Resolution/Exception

Information: 18 FTEs; 90 day 

SLA

Information: Work with 

correspondent lenders, 

settlement agencies, or 

county offices to resolve pend 

type

Information: 70% of all 

pends are security 

instruments

Information: 20 FTEs

Information: The work comes 

from Custodian, Branch 

Review, Government, Pend 

Exception

Best Practice: Direct the Post-Closing 

team to supply immediate feedback to 

processors with errors and thereby 

increase awareness of errors habits to 

reduce error rates.

Best Practice: Implement monthly 

meetings, increase communication 

and improve management, which 

together have been shown to reduce 

error rates by as much as 50%.

Best Practice: Ensure that reports 

document what is recovered from 

Investor (Fannie, Freddie, etc.) by root 

cause and by the written-down dollar 

amount liquidated to help control bank 

losses.

Best Practice: Install for all Pre-

Foreclosure teams a weekly tracking 

system for individual metrics within the 

document prep group to increase 

awareness of team performance and 

productivity

Best Practice: Implement company-

wide transition from a 19-day 

delinquency letter to a 53-day letter as 

was accomplished in the pre-

foreclosure department for certain 

regional office.

Best Practice: Encourage a focus on 

continuous improvement: team with 

such a focus have identified and saved 

80K in fees through internal analysis 

and changes to processes.

Best Practice: Request vendor file 

set-up by line item, with tracking 

reports and required actions to close 

open items.

Best Practice: Ensure that cross-

functional teams work to identify and solve 

problems within the processes through 

increased communication and follow-up, 

which improves accountability and task 

ownership for the bank and vendors.

Loan Administration

Data is available for 

Insurance provider

- At 3% reported error 

rate -

Vendor 2.12

Receive file from 

Servicing (System C)

Vendor 2.35

Loan closes, Loss 

Mitigation, Modification, 

Refinance, Change in 

insurance

Program 

Managers
2.01

Pull report from System 

B and send Loan 

Boarding Report to 

Insurance provider

Program 

Managers
2.02

                                                                                        

Update System C

Program 

Managers
2.03

Insurance provider 

receives document 

required for setting up 

the Insurance Line

Vendor 2.04

Is data missing in 

System C?
No

25%

Enter “missing” 

information into System 

C; 55% require manual 

entry; 45% can be auto-

input 

Vendor 2.09

Yes 

75%

Validate document with 

the information in System 

C

Vendor 2.08

Manual verification of 

entries into System C by 

staff

Vendor 2.10

System C data 

correct?

No 

Random QC checks on 

uploaded entries into 

System C

Program 

Managers
2.13

 Make Necessary 

Corrections in System C

Program 

Managers
2.14

Perform root cause 

analysis if error rate is 

greater than the historical 

average of 30%

Program 

Managers
2.15

Escalate issues to 

Insurance provider for 

correction

Program 

Managers
2.16

System A creates file 

package to transmit

Program 

Managers
2.05

File package is uploaded 

into Insurance provider’s 

system for data 

manipulation

Program 

Managers
2.06

Yes 

Error?
Yes

30%

No

70%

Insurance provider 

reviews error report 

Vendor 2.17

Order insurance option 

through System D for 

insurance remittance

Program 

Managers
2.18

Download data (excel 

format) from System D to 

perform review

Program 

Managers
2.19

Process remittance form 

Program 

Managers
2.20

Manager signs off 

Program 

Managers
2.21

Cashiering provides 

check

Program 

Managers
2.22

Mail check to insurance 

company

Program 

Managers
2.23

Flood data service 

vendor sends email 2x 

monthly 

Program 

Managers
2.24

z
Notify borrower of zone 

change by mail  per 

regulatory requirement

Program 

Managers
2.25

Customer sends new 

flood insurance payment

Client 2.26

Received in 45 days?

Send 1
st
 notice of 

insurance not paid

Program 

Managers
2.27

2
nd

 notice as required

Program 

Managers
2.28

Date and loan recorded 

and work backward to 

map data to System C

Program 

Managers
2.29

Review data match

Program 

Managers
2.30

Request payee code 

from Insurance provider 

to map into System C

Program 

Managers
2.31

Insurance provider 

provides payee code

Vendor 2.32

Map is complete?

Test Sample and 

approve

Program 

Managers
2.34

Manually correct

Program 

Managers
2.33

Yes

98%

No 

80%

Yes

20%

No 2%

Insurance provider 

checks if data is in 

System C

Vendor 2.07

Insurance

Make necessary 

corrections in System C

Vendor 2.11

Information: Anyone from 

Mortgage services has 

permission to make changes 

in System A. This results in 

many conflicts and errors.

Best Practice: At the end of each 

phone call have the agent ask the 

customer one survey question related 

to call resolution in order to quickly 

and easily measure customer 

feedback.

Best Practice: Develop standardized 

nomenclature and definitions 

functional and operational terms to be 

used across all operations

Insurance Team QA Process

Optional Insurance Sales Acquisition

FEMA Flood Zone Changes

Tax

Escrow Payment

Pull tax line reports from 

System C

Program 

Managers
2.38

MSP (BKFS)

Pend is auto-fired 

through System A and 

triggered to Final Docs 

team

Program 

Managers
1.19

Best Practice: Track company system 

errors and limitations to assess their 

effects and prioritize process or 

system improvements.

Best Practice: Create a single data 

source that allows different groups to 

access and revise information 

associated with their part of the 

process, even if it is a file in a shared 

folder.

Best Practice: Communication and 

execute clear expectations to customer 

that are supported by real-time status 

updates online and by phone so that 

customers and the sales force can check 

status and changes at their own 

convenience. 

Process Improvement: Liquidation 

has three separate and somewhat 

redundant areas (Financial and Investor 

Reporting) that review files. Redundant 

Liquidation review and execution adds 

little value and may create bifurcated 

responses.

Process Improvement: Because of 

skills training issues multiple people 

perform similar tasks in the workstream. 

These redundant efforts decrease 

overall efficiency and waste significant 

capacity in each area.

Process Improvement: Loan 

administration is a segmented 

process. Unnecessary silos create 

excessive handoffs, delays and 

accountability issues.

Process Improvement: Tasks from 

other areas sometimes lack clear 

execution instructions for the suspense 

processing department. Inadequate 

instructions cause these tasks to be 

returned to and reworked by the 

requesting group.

Technology Improvement: 
Insurance line setups are performed in 

Excel, which reduces transparency and 

straight-through analysis. Isolated use of 

technology and subsequent lack of 

integration prevent effective end-to-end 

tracking and analysis.

Process Improvement: Numerous 

payments are requested and made by 

staff who lack full data or knowledge of 

properties to be sold. Decisions by staff 

without data access cause erroneous 

payments that contribute to $750K in 

controllable monthly losses.

Technology Improvement: TAP 

payment data are not user friendly and 

require substantial wait times as well as 

detailed knowledge of the system. 

Antiquated imaging requires download 

and search time, plus data entry, for 

data manipulation.

Best Practice: Track company system 

errors and limitations and quantify their 

effect on lost time, etc., to prioritize 

process or system improvements.

Best Practice: Communicate a short 

list of pass/fail criteria to upstream 

business partners.

Best Practice: Create and distribute 

FAQ documentation for the common errors 

that branches/customers submit (by area/

product) routinely to ensure accuracy and 

reduce the rework required to collect and 

correct documents. 

Best Practice: Assign clear quality 

standards and accountability for 

errors, and follow up when errors 

occur, to reduce excessive data 

checking and re-checking. 

Key Performance Indicator: 

60% of pends due to package 

incomplete and images not 

scanned properly

Key Performance Indicator: 

75% of documents historically 

not in System C

Best Practice: Establish a formal 

method to communicate any changes 

to escrow, etc. after high-potential 

customer has been issued a loan and 

a price.

Email Content Checklist

· Flood insurance certificate

· Monthly flood zone 

changes

Information: The insurance 

team works with more than 20 

vendors.

Best Practice: Escalate complaints or 

disputes to an independent staff 

member who has resolution authority.

Process Improvement: No defined 
policy “gatekeeper” exists; many staff 
can make escrow and other payments 
without due diligence. Lack of controls 
linked to a detailed payment policy 
generates $500K in controllable monthly 
losses.

Process Improvement: Despite a 
quality process in shared services, 
accountability for fixing the root causes 
of errors or performing detailed reviews 
is unclear. Lack of root cause analysis 
with accountability for excellence allows 
significant, recurrent errors.

Best Practice: Attempt to push loan 
packages received incomplete or not 
in good order back to the submitting 

source.

Best Practice: Construct a daily plan 
versus actual approach and use 
management reports and daily 
routines to control the work routine.

Best Practice: Use imaging 
technology to enhance post-closing 
activities (simultaneous processing, 
24-hour workday capability, custom 
and common stacking & indexing).

Technology Improvement: Testing 
and data entry is manually done rather 
than centralized and automated. The 
decentralized, manual processing 
requires significant time and manpower 
that diverts the teams' attention from 
their core activities.

Process Improvement:Vendor failures 
increase work for new loans analysis, 
customer service research complaints 
and the number of tasks for exceptions. 
Inadequate vendor integration and 
management adds unnecessary work to 
all groups.

Process Improvement: Insurance 
processing under Loan Administration is 
reactive for management. Insufficient 
vendor reviews cause missed deadlines 
and prevent early detection of errors or 
poor routines.

Process Improvement: Transfers of 
internal and external funds through the 
General Ledger require a physical 
check. Cash transfers using paper 
checks require low-value activity and 
slow processing times.

Process Improvement: Tax and 
Insurance reporting requires more 
accurate detail to support action items 
for vendor management. The current 
management reports and routines 
complicate efforts to identify and 
manage poor vendor performance.

Yes

Yes

System A

Business as Usual 

Business As Usual

Receive monthly report

Map-in 

Map-out 

change

Business 

As usual

Business 

as usual

Business as usual

Business 

as usual


