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Identify Project Charter

The team developed a team Project Charter.

Project Charter

Business
Case

Project Name:

Improve homeownership loan processing process

Problem/Impact:

The homeownership loan processing process takes too long. Additionally, there are too many complaints from customers
whose applications are denied (data regarding complaints is not presently available).

Expected Benefits:

Reduced time to process loans; fewer complaints

Objectives

Outcome Indicator(s)

Q1- % of applications processed within 30 days; Q2 - # of complaints

Proposed Target(s)

Target=95%

Time Frame:

April through January 2016

Strategic Alignment:

Supports the County's Business Plan

Scope

In Scope:

Homeownership loan process

Out-of-Scope:

Rehab and new construction loan processes

Authorized by:

Christina Salinas Cotter, Michael Liu

Team

Sponsor:

Michael Liu, Jennifer Moon

Team Leader:

Amy Horton-Tavera

Team Members:

Amy Horton-Tavera, Mayra Morales, Bill Busutil, Christina Salinas Cotter, Leyani Sosa, Gerald Farr,
Shawn Topps, Lydia Glasgow, Tiffany Howard Jones, Divina Herrera, Evelyn Brown

Process Owner(s):

Christina Salinas Cotter, Michael Liu

Mgmt Review Team:

Christina Salinas Cotter, Michael Liu

Schedule

Completion Date:

29-Jan-16

Review Dates:

Monthly and Final Review in March 2016

Key Milestone Dates:

See Action Plan
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Develop Project Timeline Plan

The team developed a timeline plan to complete the Project.

WHAT: Complete DMAIC Story Project

DMAIC Story RIS
WHO 2015
Process Step April | May | June | July | Aug | Sept | Oct | Nov | Dec

1. Define | Team |
2. Measure | Team [ 1

3. Analyze | Team 1]

Team /

4. Improve | ..

Y

Team /
5. Control | .o —

Define >Measw> Analyz> Imprm}ContrO> *]
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Monitor Team Proagress

The Team and Management used a Checklist to monitor team progress.

Step 1
Define

DMAIC Story Checkpoints

Objective: Demonstrate the importance of improve

1. The stakeholders' need(s) were identified.

2. The problem can be described as an "object" with a "defect" with unknown cause(s) that need to
be identified.

A line graph outcome indicator was constructed that appropriately measures the problem (or gap).

PLAN

Step 2
Measure

4. A schedule for completing the five DMAIC Story steps was developed.
ODbje e e gate e Tead e O N o ato 2 <

5. Data contained or directly linked to the indicator were stratified from various viewpoints (i.e., what,
where, when and who) and a significant dataset was chosen.

6. A target for improvement was established based on the stakeholders' need.

7. The impact of the target on the indicator was determined.

Step 3
Analyze

8. A problem statement that describes the "remaining dataset" was developed.

ODbje e: AnNa e e 3 ed data to 1de

9. Cause and effect analysis was taken to the root level.

10. Potential causes most likely to have the greatest impact on the problem were selected.

11. A relationship between the root causes and the problem was verified with data.

DO

CHECK

Step 4

Improve

12. The impact of each root cause on the gap was determined.
Obie e Deve

13. Countermeasures were selected to address verified root causes.

14. The method for selecting the appropriate countermeasures was clear and considered
effectiveness and feasibility.

15. Barriers and aids were determined for countermeasures worth implementing.

16. The action plan reflected accountability and schedule.
Obje < O a e O < ed e d < or e0 < ole c <

17. The effect of countermeasures on the root causes was demonstrated.

18. The effect of countermeasures on the problem (or indicator) was demonstrated.

19. The improvement target was achieved and causes of significant variation were addressed.

ACT

Step 5

Control

20. The effect of countermeasures on the indicator representing the stakeholders' need was
demonstrated.

ODbje e: Preve e proble anao DO 2 s O e
21. A method was established to document, permanently change, and communicate the revised

process or standard.

22. Responsibility was assigned and periodic checks scheduled to ensure compliance with the
revised process or standard.

23. Specific areas for replication were identified.

24. Any remaining problems (or gaps) were addressed.

25. Lessons learned, P-D-C-A of the Story process, & team growth were assessed & documented.

=Team identified an indicator;
developed a Flowchart and a
Spreadsheet

=Paretos; Histograms

=Single Case Bore; Fishbone ; RC
Verification Matrix

=Countermeasures Matrix; Barriers
and Aids; Action Plan

=Process Flowchart; Process Control
Chart

= essons Learned

Define >Measur> Analyz> Imprm}ContrO>
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Review Process Flow Chart

Public Housing and Community Development (PHCD) — Homeownership Loan Application Process (Process Owner: Leyani Sosa)

WHO PHCD STAFF
STED RIESTIUENRER RO EEUMER (D SIELLER) (HOMEOWNERSHIP SPECIALIST, HCD TECHNICIAN)
NEED Need Second
Mortgage Loan
CONTACT/ » Contact First Lender Or PHCD Staff For Mortgage Assistance Information And Loan Application
COMPLETE ¢ Attend Homebuyers Training Program And Complete Certification
v
o Pre-Qualify And Pre-Approve Homebuyer
QLé,IAcI_:‘_'I\IF/Y/ o Homebuyer Signs Contract To Purchase Home
SEND o First Lender Sends Loan Submission Package
To PHCD
h 4
RECEIVE/ /f-man Application Process Starting Poi ’ siﬁgvvf R
ESTIMATE/ M5
RED FLAG/ ¢ Estimate Loan Amount And Determine Funding Source
ASSIGN/ ¢ Red Flag Any Missing Documentation, Other Issues
PREPARE o Assign Loan Registration Number
e Prepare Loan Registration Letter
v
TRANSMIT [» Transmit Loan Registration Letter To All Parties (B)
v
X . e Contact Homebuyer Via Phone, Email To Schedule
Note: Milestone Dates in Bold Interview, Provide Checklist Information
CONTACT/ o Interview Homebuyer At PHCD Office
INTERVIEW P1 — Days from _Pack_age Receipt to omebuy® NO
Loan Registration (A-B) Eligible?
VES
P2 — Days from Loan Registration to . Eequ;st HQ\S, |rTS|_F|JECti%n o Provide Anv Missi
i _ e Coordinate With Homebuyer To Provide Any Missing
Commitment Date (B-C) Documentation (May Require Multiple Iterations)
. e Complete Employment Verification, Research Court
REQUEST/ P3- Days from Commitment Date to Records And Credit Reports (May Require Multiple Follow-
COORDINATE/ Check Request (C-D) ups)
COMPLETE o Process File / Prepare Loan Action Sheet .
P4- Days from Check Request to omebuyer
Loan Closing (D-E) Qualifies For Loa
YES
Io Obtain HQS Inspection Results Online
OBTAIN
NO Pass HQS
A 2 Inspection?
e Listing Realtor Works YES
With Seller To Make o Approve Loan
ég‘;ﬁggg Necessary Repairs ¢ Prepare Commitment Letter And Contact Homebuyer
e Contact Title Company For Preliminary Closing Statement
CONTACT 4+
(HUD 1)
v
SIGN/ e Homebuyer Signs Commitment Letter
FORWARD e PHCD Staff Forwards Copies Of Commitment Letter To All Parties (C)
Q1- Percentage of applications processed in P———
i . eview Preliminary
3? dfays or less (paCkage receipt to loan e Request (and Receive) Loan Check From PHCD Finance (D)
REVIEW/ closing) « Clear Closing Contingencies Including Other Inspections
RE(EIIEJEI%T/ (Private Comprehensive, Termites, Roof, Lead Based Paint,
- 1 i Code, Septic) (May Require Multiple Follow-ups)
PREPARE Q2- Number of complamts received e Review And Approve Final HUD 1 (after Title Company
X Coordinates Closing Date) (May Require Multiple Iterations)
Q3- Number of days from package received o Prepare Legal Documents
e  date to loan close date 7
DENY

( Close Mortgage (E) Or Deny Loan

The team constructed a
flow chart describing the
homeownership loan
application process.

Note: total PHCD
“touch time” is
typically in the range
of approx. 2 days

Next, the team
considered

how to capture
indicator data.
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Identi

Data Collection Needs

The team developed a data collection spreadsheet*...each row is a Closed Loan.

P1- Days from P2 - Days from P3 - Days from P4- Days from Q2-
. B: Loan Package Rcvd to . Loan Check . :
A: Package Registration Loan Committed Registration to Req Commited Date| Close |Check Req sed | Ap@fCation
Received Date L Date (C) . to Check Date (E) | to Closegpate | within 30 Receipt to
Date Registration (B- Commited Date | Date (D) .
Request (D-C (E- days? Closing (E-A)
v v N B - v v i i ®
Average: Average: Average: Avera Total %: Average:
4 55 18 25 4% 100
12/26/2012| 12/27/2012 1 1/25/2013 29| 01/30/13 5| 02/25/13 no 61
3/31/2014 4/3/2014 3 6/6/2014 64| 06/17/14 11| 06/27/14 o] 88
9/30/2014 10/1/2014 1| 10/14/2014 13| 10/16/14 2|11/03/14 no 34
5/30/2014 6/4/2014 5 10/1/2014 119| 11/19/14 49| 12/15/14 26|no 19
7/23/2012 7/27/2012 4| 10/18/2012 83| 11/06/12 19| 12/05/12 29[no 135
5/31/2013 5/31/2013 0 6/19/2013 19| 06/21/13 2| 07/12/13 o 42
7/10/2013 7/10/2013 0 7/22/2013 12| 08/05/13 14| 09/26/13 52|no 78
7/2/2014 7/2/2014 0 8/27/2014 56| 09/04/14 8| 09/12/14 no 7
2/27/2013 3/1/2013 2 3/20/2013 19| 03/26/13 6| 05/07/13 no 69
11/8/2013 11/8/2013 0 5/9/2014 182| 05/13/14 4| 05/23/14 10{no 196
10/1/2013 10/1/2013 0 12/2/2013 62| 12/05/13 3| 12/23/13 18|no 83
2/4/2013 2/8/2013 4 3/5/2013 25| 03/20/13 15| 04/01/13 2|no 56
4/25/2014 4/28/2014 3 5/23/2014 25| 06/20/14 28| 06/30/14 66
10/26/2012| 10/29/2012 3| 12/20/2012 52| 12/20/12 0| 12/31/12 11|no 66
7/20/2012 7/23/2012 3| 11/19/2012 119| 11/30/12 11| 01/03/13 4(no 167
10/27/2014| 10/28/2014 1| 11/25/2014 28| 02/06/15 73| 02/13/15 no 109
2/19/2014 2/20/2014 1 4/21/2014 60| 04/03/14 -18| 06/10/14 68|no 111
1/13/2014 1/14/2014 1 3/19/2014 64| 04/02/14 14| 04/17/14 o 94
2/13/2013 2/13/2013 0 2/23/2013 10| 10/01/13 220| 10/11/13 10/no 240
11/21/2012 12/4/2012 13| 12/28/2012 24| 01/23/13 26| 07/18/13 6[/no 239
3/11/2013 3/13/2013 2 6/10/2013 89| 06/12/13 2| 06/28/13 1 109
11/7/2013| 11/18/2013 11 1/3/2014 46| 01/15/14 12| 01/31/14 1@no
5/3/2013 5/3/2013 0 5/21/2013 18| 05/30/13 9| 06/18/13 19 46

*selected sample columns shown; other
demographic data (e.g. loan amount, property
location, etc.) was also available

Next, the team reviewed outcome indicator data.

Define >Measw> Analyz> Imprm}ContrO>
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Review Selected Indicator

The team collected outcome indicator data from October 2012 to April 2015 and reviewed

performance trends:
Percentage of loans processed in 30 days or less |
100% Target : 95%
90%
80% Based on closing meonth.Excludes
GOOD 82 denied / cancelled loan
708 applications;excludesone closed
loan with a closed date earligr than
&0% the checkrequest date; includes 5
income verification only
50% applications e fctual
40% Target
0%
A

oA N AN
* N/ AN ANAV AN

Mg : Yy oyy Ny Ny N L
od_@é'@*&@#@\é&&@&@&@&» vﬁo \\@ v#s & o’o "&4"#

The team looked closer at closed homeownership loans from October 2012 to

April 2015.
Define >Measw> Analyz> Impr0\>Contr0> 7 ]




Stratify the Problem

he team stratified the closed loans using a histogram and found...
Homeownership Loans Closed October 2012 - April 2015

) ... 77 (36%) of the closed
o L loans took over 101 days

and averaged 163 days
(over 5 months)

11

1
0 S

345 0.5 33s 675 1015 1355 1695 2085 2375 2715 3055 3395 3735 4075 4415 4755 5085 5435
Mumber of Days from Package Recelptto Loan Closing

The team looked closer at the 77 loans that were processed very late.

Define >Measw> Analyz> Impr0\>Contro> 8 ]
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Stratify the Problem

The team compared the Very Late to the Timely / Slightly Late Loans and found...

7Timely |77 Timely and

77 Very Late

Loans (under| gjightly Late :
34 days total St Loans (over 101 | Difference Process Step: ,
Loans (under 68

days)

Target

processing days)

time)

3 2 3

15 14

4 6

7 9
Total: 29 31

.. 77 Very Late Loans took 69 days longer in the underwriting & inspection phase,
and 25 days longer in the closing phase, than Timely / Slightly Late Loans

The Team looked closer at these loans ...
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Identify Potential Root Causes

The team further stratified the 77 very late loans and found...

Frequency

40

35

30

25

[
=]

15

10

Very Late Loans (that took over 101 days to process)

= n= 76
3:7( mean = 95.8
3 std dev= 72.6
Note: exludes 1
income verification
only application
21
10
3 3
1 1
| |
-44.5 95 63.5 117.5 171.5 2255 279.5 3335 3875 4415 4955

Days from Loan Registration to Commitment Date (interview homebuyer, complete underwriting, coordinate inspection, approve loan)

5495
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Identify Potential Root Causes

The team further stratified the 77 very late loans and found...

Very Late Loans (that took over 101 days to process)
30
— n= 68
X mean = 40.284
std dev = 34.9
75 25 g
24
20 ; Note: exludes 9
: loans with missing
data
oy
=
S1s
g
10
9
5
3 3
: 2
: 1 1
0 : 1 —1
20.35 0.95 22.25 43.55 64.85 86.15 107.45 128.75 150.05 171.35 192.65
Days from Check Request Date to Loan Closing

COUNTY
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Problem Statement:

“Fifty-five Very Late Approved Loans took longer
than 63 days to process between the loan
registration date and the check request date, and
19 Very Late Approved Loans took longer than 43
days to process between the check request date
and the closing date”

Define >Measw> Analyz> Impro} Contrtb 12 ]
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Identify Potential Root Causes

The team reviewed a random sample of loan files and completed single case bore analysis.

(factors that applied to only one file are not shown)

Problem Statement: “Fifty-five Very Late Approved Loans took longer than 63 days to process between the loan registration date
and the check request date..."
77 Very Late Loans
§
Reasons or Factors 5
(That possmly_ contr:buted to the loan @@ @@ RIS @)@ &P ® ,g.s'b“’b & S F Q@ @Q %@q’&@&@ & o 2 g
Missing®r erroneous information XTX| XX X X | X| X XX | X X| X |13 | 65%
ovided by applicant
Missing or erroneous documentation X X X X X X | X 7 | 35%
ided by first lender

Ap initial purchase
price
PHCD acted as first lender (Brownsville X | X 2 | 10%
Tornado)
Delay in obtaining C.O. (first lender 0
submitted package prior to 80% X X 2| 10%
Delay in obtaining verification of X X 2 | 10%
employment from applicant's employer
Appligant caused delays in scheduling X X 2 | 10%
interviews
Issue Wlth appraisals (e.g. multiple X X 2 | 10%
appraisals)

Define >Measur>Analyz> Imprm}ContrO> 13 IAMI-DADE
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Identify Potential Root Causes

The team reviewed a random sample of loan files and completed single case bore analysis.

(factors that applied to only one file are not shown)

Problem Statement: “...and 19 Very Late Approved Loans took longer than 43 days to process
between the check request date and the closing date”

77 Very Late Loans

4Age

Re or Factors
iV cori the
eing dérayed) P %Y

Pe,.c

&
SRS

3
/\Q
P P

%Y

X XXX X[ X]X X| X |9 9%

HOme failed inspections

First lender changed loan amount and/or
interest rate (and PHCD had to ensure X X X X | XX 6 | 60%
ratios were ok)

Inspections or appraisals had to be re-
worked because too much time had lapsed

XX X X| X |5 | 50%

Delay in obtaining commitment letter from X | X X 3 0%
DEAT, Florida Assist or City of Miami
o umber of ro uiring % X 200
rectification be peounty
Staff vacations during the holidays X X 2 | 20%
Delay in finalizing C.O. (Required by Miami X x| 2 | 20%
Gardens)

The team next looked to identify Potential Root Causes.

Define >Measur>Analyz> Imprm}ContrO> 14 IAM!-DADE

COUNTY



Identify Potential Root Causes

The team completed Cause and Effect Analysis and found...

Problem Statement: “Fifty-five Very Late Approved Loans took longer than 63 days to process between the loan registration date and the check
request date, and 19 Very Late Approved Loans took longer than 43 days to process between the check request date and the closing date”

Factors

Why?

Why?

Why?

Why?

Potential Root Cause(s)

Missing or erroneous
information provided by
the first lender (35%)

First lender staff is unfamiliar
with PHCD requirements
(turnover, etc.)

First lender staff has negative
attitude toward PHCD
requirements

First lender staff does not
understand need for all of
PHCD required
documentation

Information is outdated by the
time PHCD receives it

First lender's process is
taking too long for PHCD
requirements

First lender staff is
unfamiliar with PHCD
requirements

A: PHCD does not educate first
lender staff on its
requirements

No consequences /

incentives for first lender

performance

No consequences / incentives
for first lender performance

B: PHCD does not have a
policy of providing
consequences / incentives for
first lender performance

Registration to commitment letter

Missing or erroneous
information provided by
the applicant (65%)

Applicant does not understand
PHCD requirements

Applicant is given incorrect
information re: PHCD
requirements by first lender

First lender staff is
unfamiliar with PHCD
requirements

A: PHCD does not educate first
lender staff on its requirements

No consequences /

incentives for first lender

performance

B: PHCD does not have a policy
of providing consequences /
incentives for first lender
performance

Homebuyer Counseling
class provides incorrect /
inadequate information re:
PHCD requirements (and/or
steers applicant to brokers)

C: PHCD does not monitor
homebuyer counseling
classes

D: PHCD does not provide
easy to understand
information / promotional
material to applicants

It is difficult for applicant to
gather all documents

LU TIDELNY

E: PHCD documentation
requirements are extensive

Define >Measu 9 Analyz> I mpr0\>Contro>
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Identify Potential Root Causes

The team completed Cause and Effect Analysis and found...

Factors

Why?

Why?

Why?

Why?

Potential Root Cause(s)

Home failed inspections
(90%)

Seller does not prepare home
for inspection

No consequences for seller
/ realtor for failed
inspections

%

F: PHCD has no authority to
impose consequences for
failed inspections

Seller is unaware of all
inspection requirements
and/or consequences of failed
inspections

%

G: PHCD does not proactively
inform sellers / realtors of
inspection requirements or
consequences of failed
inspections

Interest rates are not locked in
by the first lender (and other

Buyer is not aware they can
pay a fee to lock in rate

Homebuyer counseling
may not provide this
information to applicant

C: PHCD does not monitor
homebuyer counseling classes

H: No requirement for first

2 process delays increase the [ > lender to lock in rates
& | First lender changed loan likelihood of changes)
o} amount or interest rate
o
= (and PHCD had to ensure VTR
- . I: Miami-Dade County does not
0,
§ ratios were OK) (60%) Buyer cannot pay fee to lock > assist buyer in paying fee to
in interest rate .
g lock in interest rate
S
o Insurance costs may come in
O higher than anticipated (but
this cannot usually be avoided
because they are dependent
on appraisal and lot survey)
J: MDEAT begins its process
) . [ after PHCD issues its
Delay in obtaining commitment
commitment letter from
MDE.AT' Fandg Assist or Other lenders are coordinated
City of Miami (30%) »
by first lender; PHCD does not [ ?2??
know reasons for delay
Inspections or appraisals Process delays cause
had to be re-worked A delays ca K: PHCD standard - inspection
: inspection to expire | ;
because too much time | . . A is only good for 30 days
had lapsed (50%) (inspections expire in 30 days)
S m
<0
g <2 L: PHCD HQS inspectors are a
S5 Delay in getting HQS shared resource and do not
g 2 | inspectors out to property report to homeownership loan
5 £ group
L o
6%

Define >Measu 9 Analyz> I mprm}ContrO>
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The team
then looked
to verify the
potential
root
causes...
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Verify Root Causes

The team collected data to verify the root causes and found....

Root Cause Verification Matrix

Potential Root Cause How Verified?
A |PHCD does not educate first lender staff on its The Team included staff with knowledge of its internal processes and Root Cause
requirements verified that PHCD does not educate first lender staff
B [PHCD does not have a policy of providing consequences |The Team included staff with knowledge of its internal processes and
. . i o . . . Root Cause
/ incentives for first lender performance verified that PHCD does not provide consequences / incentives
C |PHCD does not monitor homebuyer counseling classes |The Team included staff with knowledge of its internal processes and
o . Root Cause
verified that PHCD does not monitor classes
D |PHCD does not provide easy to understand information / |The Team included staff with knowledge of its internal processes and
. . : o . . . Root Cause
promotional material to applicants verified that PHCD does not provide promotional materials
E |PHCD documentation requirements are extensive The Team conducted a thorough review of all documentation

requirements and determined that most are required by federal and/or Root Cause
state rules, while some are at PHCD's discretion (see appendix)

F |PHCD has no authority to impose consequences for The Team included staff with knowledge of its internal processes and
failed inspections governing legislation and verified that PHCD does not have the authority |Root Cause
to impose consequences
G |PHCD does not proactively inform sellers / realtors of The Team included staff with knowledge of its internal processes and
inspection requirements or consequences of failed verified that PHCD does not inform sellers / realtors of inspection Root Cause
inspections requirements
H |No requirement for first lender to lock in rates The Team included staff with knowledge of the lending industry and R00t Cause
verified that there is no such requirement
| |Miami-Dade County does not assist buyer in paying fee |The Team included staff with knowledge of its internal processes and Root Cause
to lock in interest rate verified that PHCD does not provide this assistance
J |MDEAT begins its process after PHCD issues its The Team included staff with knowledge of its internal processes and
commitment verified that MDEAT begins its process after PHCD issues its
commitment
J- |Delay in obtaining commitment from other lenders N/A - potential root cause not identified

2 |(excluding MDEAT) (root cause unknown)

K |PHCD standard - inspection is only good for 30 days The Team included staff with knowledge of its internal processes and
verified that this is a PHCD standard (i.e. it is not otherwise required)
L |[PHCD HQS inspectors are a shared resource and do not | The data reviewed by the team did not show that shared inspectors are
report to homeownership loan group the cause of significant delays

...IMOSt were validated as root causes.
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Identify and Select Countermeasures (1 of 4)

The team brainstormed many countermeasures and narrowed them down to these for evaluation:

Verified Root Causes

Countermeasures

Legend:

3=Moderately

5 = Extremely; 3 = Average; 1 = Poor

Ratings

Take Action?

Effectiveness
Yes/No

Feasibility

Problem
Statement

“Fifty-five Very Late
Approved Loans took
longer than 63 days to

process between the
loan registration date
and the check request
date, and 19 Very Late
Approved Loans took
longer than 43 days to

process between the
check request date and
the closing date”

PHCD does not educate first
lender staff on its requirements

Al: Provide lender training & certification twice a
year

o1 |Overall

~
ol
ol
N
N

A2: Develop a procedure to notify lenders
immediately (e.g. e-mail blast) upon changes to
PHCD rules

20.0

A3: Review and update checklist on a regular
basis to ensure all required documents are
included

10.0

>

PHCD does not have a policy of
providing consequences /
incentives for first lender
performance

B1: Implement a system to remove poor
performing lenders (such as MDEAT Sanction
Program), and add new lenders as needed to
ensure adequate supply

2504 Y

PHCD does not monitor
homebuyer counseling classes

C1: Develop a procedure (to include updating RFA
& contracts as needed) for oversight of
homebuyer counseling classes, to include training
counselors on PHCD requirements, monitoring
classes, and terminating poor performing
contractors.

2009 Y

C2: Increase role of project manager in
overseeing homebuyer counseling classes to
ensure borrowers are educated on PHCD
reguirements

20.0
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Identify and Select Countermeasures (2 of 4)

Legend:

3=Moderately

5 = Extremely; 3 = Average; 1 = Poor

Problem
Statement

“Fifty-five Very Late
Approved Loans took
longer than 63 days to
process between the
loan registration date
and the check request
date, and 19 Very Late
Approved Loans took
longer than 43 days to
process between the
check request date and

the closing date”

Ratings
b3t i S
Verified Root Causes Countermeasures g 8 &
D1: Require buyers to go to counseling before
meeting with the first lender (and work with 2 5 1100
lending partners to implement this policy)
D2: Update website (and other promotional
PHCD does not provide easy to |materials?) with simple, easy to understand
understand information / information for potential applicants regarding loan| 4 2 |80
promotional material to applicants [program rules and process; update should
include customer input (see also L4)
D3: (First lenders to) Develop a better process to
screen applicants to determine eligibility before 3 1 130
they apply
E1l: Update PHCD requirements based on HOME/
SHIP Guidelines (e.g. Verification of Employment
PHCD documentation no longer required - but will r?eed official pay 3 5 11504
. . stubs) (assumes funder requirements are
requirements are extensive
accurate)
E2: Periodically review local decisions that affect
- . 2 5 1100
the guidelines that may not be required
PHCD has no author.lty to impose F1: Evaluate alternatives for holding realtors
consequences for failed : S . 1 1 110
) : accountable for multiple failed inspections
Inspections
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Identify and Select Countermeasures (3 of 4)

The team brainstormed many countermeasures and narrowed them down to these for evaluation:

Legend:

3=Moderately

5 = Extremely; 3 = Average; 1 = Poor

Problem
Statement

“Fifty-five Very Late

Approved Loans took
longer than 63 days to
process between the
loan registration date
and the check request
date, and 19 Very Late
Approved Loans took
longer than 43 days to
process between the
check request date and

the closing date”
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Verified Root Causes Countermeasures 2 8 &8
G1: Provide training and/or materials for realtors
on PHCD inspection requirements (and consider 4 5 1200
PHCD d ) tivelv inf training lenders and realtors together)
not pr ively inform ) : . :
0es notp qac ey ° G2: Provide HQS inspection template to First
sellers / realtors of inspection . 5 5 |2508 Y
) Lenders (see also countermeasures under item A)
requirements or consequences of — : -
failed inspections G3: Ensure that specific HQS inspection
information is included in Homebuyer counseling 5 5 o500 v
sessions (see also countermeasures under item '
C)
NO requirement for first lender to H1: Remind First Lenders to immediately inform
>q PHCD of rate changes (see also countermeasures | 4 5 2004 Y
lock in rates .
under item A)
Miami-Dade County does not I1: Revise PHCD guidelines to require that First
assist buyer in paying fee to lock [Lenders do not charge a fee for re-locks or 2 5 |100f Y
in interest rate extensions
MDEAT begins its process after |J1: This is no longer an issue; MDEAT has
PHCD issues its commitment changed its procedures
Delay in obtaining commitment  |J-2.1 Implement new federal regulations requiring
J-2 |from other lenders (excluding that all commitments must be provided at least 10| 3 5 |15 §Y
MDEAT) (root cause unknown) |days before closing
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Identify and Select Countermeasures (4 of 4)

Legend: 3=Moderately

5= Extremely; 3 = Average; 1 = Poor

Problem
Statement

Ratings
Verified Root Causes Countermeasures 1
K1: Extend the validity of HQS inspections from
30 to 60 days (implement 3 month pilot and track | 45 | 5 |22
K PHCD standard - inspection is frequency of problems)
only good for 30 days K2: Work with private inspectors to extend the
validity of Roof and Termite inspections from 30 4 1 4

to 45 days

“Fifty-five Very Late
Approved Loans took
longer than 63 days to

process between the
loan registration date
and the check request
date, and 19 Very Late
Approved Loans took
longer than 43 days to

process between the
check request date and
the closing date”

L - Additional Proposed
Countermeasures:

L1: Monitor the date a "complete" file is received
from the first lender (not just the initial receipt
date, since sometimes files are received
incomplete)

L2: Track the date the initial loan application is
received by the first lender (or TIL date) (since,
from the customer perspective, total loan
processing time is most important), and the
frequency of incomplete applications from each
lending partners

L3: Place all relevant performance indicators on
PHCD scorecard and ensure data is regularly
updated (added by OMB)

L4: Develop a strategy for obtaining customer
input into the loan process (options include
surveys, focus groups, complaint tracking system
and/or other feedback mechanisms) and making
improvements based on customer needs (added
by OMB) (see also D2)
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The team brainstormed many countermeasures and narrowed them down to these for evaluation:
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Barriers and Aids

The team performed Barriers and Aids analysis on the selected Countermeasures.

Countermeasure(s): Implement 14 Countermeasues to Improve Timeliness of
Homeownership Loan Processing

Barriers

Aids

Forces against Implementation

Forces For Implementation

1) Limited resources (funding and
staff time)
(Supported by Aids: B, C, D)

2) Lending / program partners may
push back on changes
(Supported by Aids: B, C, D, E)

3) Data is currently tracked
manually (Supported by Aid: A)

A) PHCD is currently exploring
technology upgrades

B) Staff is very knowledgeable and has
experience with several of the
proposed countermeasures

C) Beneficial impact on loan processing
time
D) PHCD executive team very

supportive of team's efforts in
expediting the process

E) Participants at project work session
(e.g. banks, FL Housing, MDEAT)
were supportive of changes

The team next developed an action plan...
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Develop an Action Plan (1 of 3

The team identified the responsible people and implementation dates for the recommended

countermeasures...

Verified Root Causes

Countermeasures

Take Action?
Yes/No

Responsible

;
g

Q

8

Proposed
Implementation

PHCD does not educate first
lender staff on its requirements

Al: Provide lender training & certification twice a
year

<

Glasgow

3/31/2016

A2: Develop a procedure to notify lenders
immediately (e.g. e-mail blast) upon changes to
PHCD rules

Topps

asap

A3: Review and update checklist on a regular basis
to ensure all required documents are included

Topps

asap

PHCD does not have a policy of
providing consequences /
incentives for first lender
performance

B1l: Implement a system to remove poor performing
lenders (such as MDEAT Sanction Program), and
add new lenders as needed to ensure adequate

supply

Topps

4/16/2016

PHCD does not monitor
homebuyer counseling classes

C1: Develop a procedure (to include updating RFA &
contracts as needed) for oversight of homebuyer
counseling classes, to include training counselors
on PHCD requirements, monitoring and attending
classes, and terminating poor performing
contractors.

Glasgow,
Topps

2/6/2016

C2: Increase role of project manager in overseeing
homebuyer counseling classes to ensure borrowers
are educated on PHCD requirements

Glasgow,
Topps

2/6/2016

PHCD does not provide easy to
D |understand information /
promotional material to applicants

D1: Require buyers to go to counseling before
meeting with the first lender (and work with lending
partners to implement this policy, to include
revising guidelines and including information in
email blast)

Glasgow

1/20/2016

D2: Update website (and other promotional
materials?) with simple, easy to understand
information for potential applicants regarding loan
program rules and process; update should include
customer input (see also L4)

Topps,
Brown,
Herrera

2/6/2016
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Develop an Action Plan (2 of 3)

c
o
2 T
= o E
9 o O
= E c =
2 © o © o
S o o n o —= o
% < I o 2
Verified Root Causes Countermeasures 58 xa xr En
E1l: Update PHCD requirements based on HOME/ SHIP
Guidelines (e.g. Verification of Employment no longer v Glasgow, 3/1/2016
E PHCD documentation requirements  |required - but will need official pay stubs) (assumes Topps
are extensive funder requirements are accurate)
E2_: Pe_rlodlcally review local dep|3|ons that affect the v Glasgow 3/1/2016
guidelines that may not be required
G1: Provide training and/or materials for realtors on Herrera
PHCD inspection requirements (and consider training Y Brown, 3/15/2016
PHCD does not proactively inform lenders and realtors together)
G seIIe_rs/ realtors of inspection G2: Provide HQS inspection templ_ate to First Lenders v Glasgow 3/15/2016
requirements or consequences of (see also countermeasures under item A)
failed inspections G3: Ensure that specific HQS inspection information is
included in Homebuyer counseling sessions (see also Y Topps 3/15/2016
countermeasures under item C)
H !\Io requirement for first lender to lock |H1: Remind First Ler_1ders to |_mmed|_ately qurm PHCD of v Glasgow 2/6/2016
in rates rate changes (to be included in email blast - item A2)
MlamlfDade_County does r.]Ot. assist I1: Revise PHCD guidelines to require that First Lenders Glasgow /
| |buyer in paying fee to lock in interest . Y 2/6/2016
rate do not charge a fee for re-locks or extensions Topps
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Develop an Action Plan (3 of 3)

c
=
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gg| @@ S22
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Verified Root Causes Countermeasures s8¢ @a £ EAQ
Delay in obtaining commitment J-2.1 Implement new federal regulations (to include Glasaow /
J-2|from other lenders (excluding revising guidelines) requiring that all commitments | Y Togps 3/15/2016
MDEAT) (root cause unknown) must be provided at least 10 days before closing
r L K1: Extend the validity of HQS inspections from 30
K PHCD standard - inspection is only to 60 days (implement 3 month pilot and track Y Glasgow, 2/6/2016
good for 30 days Topps
frequency of problems)
L2: Track the date the initial loan application is
received by the first lender (or TIL date) (since, from Glasgow
the customer perspective, total loan processing time| Y Jonges " | 1/15/2016
is most important), and the frequency of incomplete
loan packages from each lending partner
. L3: Place all relevant performance indicators on
L —C:A:udr:ttgrr;aégsrjfeo;ed PHCD scorecard and ensure data is regularly Y CS:gtStZr 3/15/2016
' updated (added by OMB)
L4: Develop a strategy for obtaining customer input
into the loan process (options include surveys,
focus groups, complaint tracking system and/or Topps,
4/16/201
other feedback mechanisms) and making Y Glasgow /16/2016
improvements based on customer needs (added by
OMB) (see also D2)
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Review Selected Indicator

The team collected indicator data and reviewed results.

Q1: Percentage of loans processed in 30 days or less (package receipt to loan closing)

Countermeasures implemented in February 2016

Percentage of loans processed in 30 days or less
GOOD

80% ‘

I
- . ject
2016: Since the pro | |
UPDATE - September = -t catendar days o1 DUMMY RESULTS

- average om an
Comp\e“-?\g’ th\e an application has zfgx\zn fi\/\arch | e
TOCGSS‘ mber - . Target
verage of 1008218 MOWTL 0 12016), and /:\//\/
) da

-16
r-16
y-16
n-16
ul-16
g-16
p-16
Oct-16

i) L 1] = s L] = = L]

£
W
A
May-
1
1
A
5

The team will continue to monitor the countermeasures and results.
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Standardize Countermeasures

The team Developed a Process Control System (PCS) to monitor the process on-going.

Process Control System

Process Name: PHCD Homeownership Loan Process Owner: Leyani Sosa
Application Process
Process Customer: Homebuyers / loan Critical Customer Requirements: Timely processing;
applicants appropniate application disposition; affordable loan; home
meeting quality standards
Process Purpose: Support homeownership for | Outcome Indicators: Q1,Q2,Q3
low and moderate income households
Indicators Checking / Indicator Monitoring
A : * Comments
Process Indicators Control Data to Collect Timeftame | esponsibility| » Actions Required
[And] Limits (Frequency) for Excentions
T Specs/ | Whatis Checkingltem | ‘Anen 10 Who wil | Frocedire
uality Indicators Targets | or Indicator Calculation Dc;t:% %‘:‘I{th References

P1 Days from Package Received| 3 |{date loan registered) - (date | By Event | Tiflany * Notethatsome

to Loan Registration package received) Howard-Jones | packages are received
incomplete
-

P2 Days from Loan Registration 15 |{commitment date) - {(date By Event | Evelyn Brown |
to Committed Date loan registered) & Divina

P3 Days from Committed Date to| 4 |{date check requested) — By Event | Tiffany .

Check Request {commitment date) Howard-Jones

P4 Days from Check Request to 7 |{closing date) — (date check |By Event E"e_'vp Brown | e
Closing requested) H Divina

Q1 % of applications processed 95 | (@# loans processed within 30 | By Event | Shawn Topps | »
in 30 days or less dates) / (total # loans closed) é';i‘é

Q2  # of complaints received TBD |# complaints received Monthly |Shawn Topps | e Consider specific

gLvdﬂ types of complaints
asgow (e.g. process took o
long; problem with
home after closing,
etc.}

Q3  # of Days from package 30 |{closing dale)— (date By Event | Tiflany * Note thatsome
received date to loan close package received) Howard-Jones | packages afe received
date incomplete

e Also consider days
with first lender

Approved: Date: Rev #: Rev Date:
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ldentify Lessons Learned

Lessons Learned:

Including lending partners and other stakeholders in the project was
helpful in generating countermeasures and enhancing relationships

Team members learned to “agree to disagree” on certain issues; the
opportunity to exchange ideas among everyone was valuable

It is important to enhance training / education of all stakeholders
Data analysis led to root causes that were not initially apparent

Next Steps

1)

Continue to monitor the countermeasures and
performance results.
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Questions?




