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In the last few years, CHFA reduced loan document processing time from a week to just 37 minutes. 
While technological progress played a role, it was our Internal Records Management (IRM) team’s focus 
on continuous improvement and their commitment to bettering our lenders’ experiences that propelled 
the drastic change. Their efforts have reduced error rates, improved lender partner relationships, and 
saved CHFA and our lender partners over $1 million annually.  

The Challenge – “The Black Box” 

The initial step toward this incredible efficiency improvement started several years ago, when CHFA 
converted to imaged loan files and began to receive loan files electronically through a secure FTP site. 
Implementing this technology dropped the processing time from several days to just eight hours.    

Loan document processing consists of IRM staff taking a 350-500 page single family loan application, 
classifying each document into the correct document type, assigning applicable keywords, and storing 
the entirety in CHFA’s imaging system. It is then available for the Home Finance analysts to review. This 
is referred to as the “first mile” of the loan delivery and validation process. 

With increased improvements, the IRM Team quickly achieved a four-hour processing time. However, 
our lender partners were frustrated because they had no visibility into the status of their submitted 
documents. The experience was described by some as sending documents into a “black box.” 

CHFA’s Solution  

CHFA’s IRM Team partnered with the IT Team and created a document delivery portal that allows 
lenders to upload their loan documents and receive immediate status verification as to the receipt and 
validity of loan documents. For example, required documents are noted with an asterisk and the loan 
file does not get checked in for processing until all required documents have been received. In addition, 
lenders can upload documents in bulk or one at a time, helping them improve efficiency as well. 

The supplemental inclusion of a software tool called Kofax Transformation Modules, which identifies 
loan documents automatically, increased processing speeds yet again. However, the tool still requires a 
human review to ensure accuracy of document classification and separation, a critical function 
performed by the IRM team. Working with Kofax in this way gave the team a new understanding of how 
long it was taking them to validate the system’s classification and separation.   

The team identified that there was a lag time of more than 15 minutes between the document review 
and validation touchpoints. They established a Key Performance Indicator target of getting document 
batches from review to validation in three minutes and five seconds or less, on average. Since making 
these changes, CHFA has seen a marked improvement in loan file processing speed. Manager Brian 
Mueller states, “Perhaps even more importantly, introducing Kofax Analytics solutions has brought 
about a culture shift within IRM. Now that we can pull data on our processes to see how long each step 
takes and discover where delays are occurring, people have become much more aware of their 
performance. It has really motivated the entire team to step up their game, to deliver better service and 
to do it faster and more accurately.” 

Achieved Measurable Improvements 

The IRM team’s commitment to continuous improvement has allowed CHFA to increase processing time, 
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while reducing errors, even with a significant increase in loan volume. 

Some measurable improvements include: 

• Achieved a 63-minute single family loan file processing time in 2015 
• Improved to an average 37-minute single family loan file processing time in 2016 
• Handled a 42 percent increase in loan file volume without increased headcount in 2015 
• Achieved a Ginnie Mae document accuracy rate of 99.87 percent (error rate of only 0.13 

percent). Previously,  the error rate was 5 percent annually  
• Won “First Mile of the Year” Award from Lexmark (Kofax) in 2016, beating out international and 

Fortune 500 Company competition 

Effective Use of Resources 
The goal of any nonprofit is to do more with less, and CHFA is no different. The First Mile improvements 
have allowed the IRM team to handle a 42 percent increase in loan file volume without increased 
headcount. In addition, since IRM is now responsible for document classification, CHFA’s Home Finance 
Team is able to evaluate more loans in less time and make faster decisions to either approve or suspend 
the loan.  
 
Benefits vs. Costs 
The greatest benefit is that CHFA has been able to increase loan production by almost 50 percent 
without adding headcount. Cost savings include lender savings from shipping costs, reduced physical 
records storage and destruction costs, and paper costs. This equates to a combined annual savings of 
approximately $1 million.  
 
Replicable 
HFAs are document-intensive organizations. In order to achieve operational efficiency, transitioning to 
imaged documents is a must. To achieve the next level of speed and agility, an HFA would need to 
consider investing in a document classification engine. While there is an upfront and on-going cost to 
this technology, it has resulted in overall savings and has been the key to incredible operational 
efficiency gains. 
 
Achieve strategic objectives 
 
This rapid processing of single family loan files is evidence of advancing continuous improvement, which 
is a philosophy that CHFA has embraced to improve our operations. CHFA believes that more efficient, 
effective operations lead to increased profitability, which allows us the ability to have a greater 
community impact in the communities we serve. The IRM team’s continuous improvement mindset and 
excellent operations have helped CHFA process more loan files without needing additional resources, 
which supports our vision that everyone in Colorado will have the opportunity for housing stability and 
economic prosperity.   
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Exhibits 

The following exhibits are snapshots of the various reports we use in Kofax to track our efficiency and 
improve operations.  
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