


Components of Servicing
Portfolio Management Payment Processing Investor Reporting

Loan On-Boarding Customer Service Escrow Administration

Payoffs &Assumptions Records Management Collections

Loss Mitigation Foreclosure Bankruptcy

Short Sales & Deeds In Lieu Claims REO

Quality Assurance Compliance Vendor Management



Pros to In-Housing Servicing 
• Ability to manage risk and prevent losses
• Financial benefits of receiving ancillary fees and escrow float 
• Improve borrower retention
• Ability to provide performance feedback to Loan Originations 
channel to improve loan quality

• Develop in house knowledge base and expertise
• Ease of access to data and loan performance information
• Manage borrower experience touchpoint



Cons to In-Housing Servicing
• Demands a sizable loan portfolio to merit the investment
• Requirement to keep up to date on regulatory compliance with 
investor/insurer guidelines and other industry changes

• Full responsibility for any performance issues that arise
• Fixed costs required to build/maintain infrastructure

• Staffing
• Technology
• Vendor Management
• Development of Processes and Procedures



Pros to Sub-Servicer
• Sub -Servicer can meet the needs of lenders with small loan 
portfolio

• Transfer significant portion of regulatory compliance risk
• Provides risk sharing with respect to performance issues that 
arise

• Transfer infrastructure responsibility to third party servicer
• Staffing
• Technology
• Processes and Procedures



Cons to Sub-servicer
• Less control of borrower experience
• Can be more difficult to manage risk and prevent loss in portfolio
• Less financial benefit from ancillary fees and escrow float
• Less control over borrower retention
• Limited knowledge of what is truly going on with loan 
performance without adequate reporting

• Lack of access to data and performance information
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Transition to In-House Servicing

All Hands On Deck

1. Preparation of Profit Loss Analysis – CFO

2. Board Approval – Executive Director

3. Hiring & Training – HR

4. Negotiate Service Release – Legal

5. Servicing System, Website, Infrastructure – IT

6. Location – Operations



THDA Timeline & Lessons Learned

2014-2015: Internal Preparation for Decision and Board Approval

2016: Hiring & Training; RFPs for Vendors; Service Transfer Negotiations 
and Agreement; November 1, 2016 Onboarded first set of loans

2017: Hiring & Training; RFPs for Vendors; Internal Preparations for second 
Service Transfer – Large scale project

2018: Direct Service of THDA loans; August 1, 2018 Onboarded second set 
of loans

2019: Onboarded third and final set of loans

2020: Freddie Mac Seller Servicer



Outsourced & Vendor Functions

1. Payments

2. Print & Mail

3. Loss Mitigation

4. Escrow

5. Property Preservation & Valuations

6. Attorneys & Auction

7. Claims



Vendor Management

1. Technology

2. SLAs

3. Audits

4. Scorecards/Evaluations

5. Pricing

6. Referral Matrix



Compliance

1. Procedures & Quick Reference Guides

2. Employee Performance Metrics

3. Department KPIs

4. Internal Audit - Process Improvement Plans

5. External Audit

6. Continual Training Requirements

7. Vendor Compliance Departments



Servicing Technology:
When to Outsource

Kate Newton
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Pennsylvania HFA



Examples of Servicing Functions
for Possible Outsourcing

• The whole servicing function (to a sub or master servicer)
• Tax Service
• Insurance—voluntary and/or lender placed
• Printing
• Inspections and Property Preservation
• QC
• Can be done partly in-house



Five Considerations
•Quality

• Volume

•Compliance

• Vendor Management

•Cost/Benefit



Quality
•We can do it better!

•We know our data, our loans, our state, our borrowers, 
our mission

• Staff skill set

• Staff mindset

•Connection to homeowner



Volume
• Economies of scale

• Cost to service affects originations
• Vendor likely has

• Enough to obtain competitive pricing?
• HFA group purchase power

• FTE’s
• Seasonal and market fluctuations
• Cross train

•Growth considerations



Compliance
• Importance can’t be overstated
• Complexity can’t be overstated
• FTE’s

• To monitor
• To know how systems are affected

• Constantly changing
• Unpredictable (pandemic, disaster)
• CFPB: systems not an excuse
• Even if outsource, we are ultimately responsible



Vendor Management
• Contracting issues
• Know up front you won’t get 100% of what you envisioned.
• Need to explain HFA differences
• Need to factor in time and FTEs
• Priority of HFA to vendor
• System?



Cost/Benefit Analysis
• Quality vs Quantity
• Must look at short and long term of each

• Upfront costs might be justified by long term savings
• Can be difficult to quantify

• Hidden costs such as extra fees, maintenance, etc.
• IT costs are major component for both
• Competing priorities and opportunity cost
• Negotiate costs, especially when working out initial contract
• Termination costs



No Magic Wand
• HFAs invaluable resource!!!
• Do research
• Have a committee
• Clean data and clear procedures essential either way
• Can change course or vendor if not working



UHC’s Servicing Technology Initiatives

• Mobile Application

• Phone Pay

• Actionable Intelligence Platform



Mobile Application Journey
• Partnered with 3rd party software 
development company – Chetu

• Mobile app technology – Xamarin
•  Xamarin is a cross-platform app 
development toolkit that allows the 
developer to share almost 90% of 
their application across application for 
iOS and Andriod.

• Back end processing tied into 
current web application





Phone Pay
• Web based 

• Partnered with Chetu

• Tied to active directory
• Agent’s security 
• Dashboard features
• Payment processing disposition

• Start testing in February
• Run in tandem with current system













Black Knight’s
Actionable Intelligence Platform (AIP)



• Tracking Electronic Payments
• Steady increase in Mobile Application usage since August deployment

83%

3%
11% 4%

August Electronic Payments

Web Mobile Phone Auto Draft

75%

11%

10% 3%

December Electronic Payments

Web Mobile Phone Auto Draft

Totals in Dollars



• Tracking Electronic Payments
• Steady increase in Mobile Application usage since August deployment

Totals in Number of Loans

88%

3%
4%

5%

August Electronic Transactions

Web

Mobile

Phone Pay

ACH

79%

11%

5%

4%

December Electronic Transactions

Web

Mobile

Phone Pay

ACH


