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Loan Guaranty F ield"Réstructuring PrOpbsél

Overview

Loan Guaranty loan processing and loan seTvice and claims functions will be consolidated
from 45 Regional Offices (ROs) in the continental U.S. and Alaska to eight Regional Loan
Centers (RLCs). Hawaii and Puerto Rico are not included in this plan due to their remote
location, time zone differences, and language barriers.

Consolidation will result in improved services to veterans at reduced costs through greater
efficiency and economies of scale. Service to lenders and loan servicers will improve
through greater consistency and responsiveness. Improved service to lenders results in
improved service to our primary customer, the veteran, since lenders are the means by
‘whlch the VA home loan beneﬁt is delivered. :

Every effort will be made to minimize impact on employees “The restructuring, which
began in 1995, will be phased in over four years. To.the extent possible, employees will
be given the opportunity to transfer with thexr work or be rea551gned to other work areas

at their station as appropriate. -
Be,neﬁts of ]Restructuring

Regional consolidation will enhance VA's ability to meet mission requxrements This
restructuring will: ,

# Improve the quality of service to veterans by increasing access to VA in an
environment of shrinking staff resources. Customer contacts with veterans are
primarily by telephone. Customer service will be improved by providing veterans with
toll-free telephone access and increased hours of operation. Consolidated RLCs will
give VA the flexibility to allow employees to work on staggered shifts and cover for

* vacations due to a larger pool of similarly trained. personnel. Personnel trained in loan
guaranty will continue to be available at all current locatlons to assist veterans who

visit ROs.

#* Improve mail and telephone contacts with industry partners. Since they will have
contact with a smaller number of offices, information provided will be more consistent.
This is especially important to national lenders which currently must deal with up to 47
different offices operating with sometimes varying procedures. ' ‘

# Take advantage of economies of scale and opportunities for organizational innovation,

such as application of team structures and creation of specialized work units, which
are not available in smaller sections. ’
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#* Facilitate consistent staff training of the highest quality. This will reduce variations in-
the quality of service received by veterans and lenders and make VA more responsive
to their needs. Rotational assignments for cross training will be handled in a more
effective manner due to the larger pool of loan specialists. |

#% Permit economical use of technological enhancements--such as fax machines, personal
computers, LANs, and automatic dialers--which cannot be justified by the work
volume in smaller offices. : ,

#* Allow VA to more readily adjust to changes in workload. In the consolidated centers,
personnel can more easily be shifted from loan servicing to loan processing when
interest rates decline causing an increase in the number of new loans. They can be
shifted from processing to servicing during economic downturns that result in an
increase in defaults. -

#* Bring VA in line with how business is done in the mortgage lending industry. Most
large lenders and servicers have regional or centralized sxtes and have operated under
such a system for some time.

% Result in significant cost savings due to lower personnel requirements. .By the time the
restructuring is completed, FTE in loan processing and loan service and claims will be
reduced by at least 30 percent from the level before 1t began. FTE will also be saved

in support services.

# Result in additional cost savings through reduced need for square footage rental, AC
and heating costs, furniture, and PC needs. :

# Produce savings to the government through increased pursult of alternatwes to
foreclosure produced by more efficient loan servicing centers.

Background

VA organizational alignment and structure has not always kept up with the changes in the
mortgage finance industry during the years.the program has been in operation. When the
Loan Guaranty Program was implemented in the 1940's, the home loan market was
dominated by small, self-contained lending units, primarily savings and loan institutions.
These local lenders typically made, serviced and held loans from their inception to their
termination. When a veteran obtained a VA loan, he or she could be fairly confident that
the payments would be made to the same firm until the loan was paid in full.

Today, the market is dominated by large, regional or national loan underwriting and
processing centers supporting a multitude of local loan origination offices, national loan
servicing operations, and loan sales in the billions of dollars with national, governmental

- and quasi-governmental entities holding loans.
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VA's present organizational alignment has too.often resulted in the dissemination of
inconsistent information to veterans and other program participants from different ROs.
Despite increased communications capabilities over the past few years, it has proven
difficult to require Loan Guaranty operations in regional offices to disseminate consistent
national standards of operation in implementing program policy and guidance. This has
been particularly apparent when dealing with larger lenders, servicers and holders
operating in several RO jurisdictibns Veterans have also commented on receiving
different answers to questlons and varymo levels of service when dealing with more than

one RO.

" The present Loan Guaranty orgénizational: structure, which is described in Appendix A,

provides economies of scale in only the largest of our Loan Guaranty Divisions. The
average size of the Loan Guaranty operation at a medium- or small-sized office precludes
any great degree of specialization. This in turn requires a more difficult training regimen
since the new employee must be trained quickly over a greater span of duties. With the
relatively large number of small offices, the required infrastructure of finance,
administrative and personnel support is costly to provide. Larger offices have consistently
outperformed smaller offices on productmty measures. Appendix B compares the
product1v1ty of ROs by size. -

Consolidation is an option which has been reviewed many times over the years. There

have been no fewer than nineteen different studies of consolidation and realignment
conducted at varying intervals from 1949 to 1992. Regardless of their recommendations,
those studies have not resulted in large scale COI‘lSOlldaUOI‘lS The following is a llstmg of
the consolidations which have occurred:

REALIGNED LOAN DATE RELOCATION
GUARANTY DIVISION CLOSED - SITE

San Diego, CA - ‘ 1958 - Los Angeles
Wilmington, DE 1959 ~ Philadelphia
Providence, RI - 1959 ~ Boston

Reno, NV ‘ 1960 _ San Francisco
Fargo, ND : 1960 ' St. Paul
Cheyenne, WY - 1960 Denver
Sioux Falls, SD . 1962 - ' St. Paul
White River Junction, VT 1984 ~ Manchester
Boston, MA o 1990 Manchester
Togus, ME 1990 : Manchester

Hartford, CT _ 1990 . Manchester -

. A re-engineering task force prepared a report in 1992 calling for the consolidation of loan

processing and servicing functions. (See Appendix C for list of participants) The 1992
study concluded that having processing and servicing located together would facilitate
shifting of personnel between functions as the workload fluctuates between heavy
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concentration of loan origination and rising delinquent loan servicing workloads. Both. -
functions require a similar fundamental knowledge of real estate financing. With more

- employees available, management would have greater flexibility in dealing with -
fluctuations in the workload. Locating these functions together also simplifies some
procedures where the functions have overlapping responsibility, such as release of liability
processing and review of loans that go into default within six months of origination.
There are additional savings from reduced supervisory and support personnel.

The study also concluded that Loan Guaranty's construction and valuation and property
management functions are local in nature. VA benefits from having a broad network of
field stations as operational sites for on siteé reviews of appraisals and inspections and visits
to VA-owned properties to ensure proper controls over program operations.

[

Recent Developments -

Over the last four years, Loan Guaranty staffing has already been reduced by 19 percent.
Although some of this is related to a decline in workload, much of it is due to extemal’
requirements to reduce operating costs. It is highly likely that significant additional
mandated reductions in staffing will occur over the next five years. It is increasingly
important for VBA to develop restructuring plans to be able to adjust to the staffing .
reductions while maintaining an adequate level of service to veterans. In light of the
previous studies demonstrating the benefits of consolidation of certain Loan Guaranty
functions, a restructuring of Loan Guaranty operations is feasible and beneficial. A
national implementarion plan is necessary for VBA to move forward.

In 1995, the Central and Western Areas began testing the consolidation of loan service
and claims functions. Both tests, in Denver and Cleveland, have been successful. Full
~ consolidation of loan servicing to these sites was included as a transition year initiative,

which VA has approved for implementation in 1997. Also included as transition year
initiatives are the consolidation of mail-in Loan Guaranty eligibility processing to the .
Winston-Salem RO, and the contracting out of portfolio loari servicing along with
establishment of a portfolio loan center at the Indianapolis RO. These initiatives are
described in Appendxx D.

The Federal Housing Administration (FHA) in the Department of Housing and Urban
Development (HUD) has started consolidating its operations, which is seen as a sister
program to the VA Loan Guaranty Program. In 1994, FHA opened a Single Family
Underwriting and Processing Center in Denver, Colorado. This center has reduced the
processing of insurance requests from five to eight days to one day and has received a
Hammer Award from the Vice President for excellence in Re-inventing Government,
FHA is currently planning to establish five processing centers, with two opening in 1996,

Since the 1992 study, the re-invention of the process for issuing guarantees and the new
Servicer Loss Mitigation Program have greatly increased the role of our private sector
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\) program partners and changed how the work of VA staff is performed in loan processing
and loan service and claims functions. -

1. Issuance of Guaranties. The re-invention of the process for issuing guaranties on
. closed loans is a dramatic departure from how the work was previously accomplished.
~ Under the new procedure detailed review of every loan is no longer needed prior to
" issuance of the guaranty certificate. Instead, only 10 percent of the loans are reviewed
after the certificate is issued. The.change in the process, relying more on the detailed
information provided by lenders, has increased the need for VA training and
monitoring of, and communication with, lenders. Training can more easily be
accomplished by the consolidated sites either through lender training sessions at the
site or by VA staff attending lender or Mortgage Banker Association sponsored
" meetings. Increased training of lenders will greatly benefit veteran-borrowers by
assuring that the information provided by lenders is accurate and that their loans are
processed in accord with VA requirements.

2. Servicer Loss Mitigation. In loan servicing, VA has authorized private lenders to
complete a variety of alternatives to foreclosure without any Government involvement
from default to claim. The only stipulation is that VA must agree with the servicer
that the veteran does not have the ability to continue to make mortgage payments, or
will lose that ability in the near future. This will allow VA's reduced loan servicing
staff to focus on working with veterans.whose defaults can be cured through

e repayment arrangements, and on reviewing alternatives to foreclosure. which servicers

) have approved. ' "

One of the primary needs in operating a nationwide program is consistency. Having fewer
sites will promote consistency in operations, interpretation of policies and in providing

 training to lenders and servicers. Training is best provided by the personnel who actually
administer the loan processing and servicing functions. Therefore, a Center needs to be
located in each general region of the country. A full discussion of customer needs, both
veterans and program participants, appears in Appendix E. The Loan Guaranty
Restructuring Subgroup discussed possible consolidation with two industry experts,

- William Brewster for loan origination and Philip Forest for loan servicing: Their
biographies appear in Appendix E.

Mr. Brewster said that anything VA could do to be more efficient and give more
consistent responses would be an 1mprovement He said that consistency is a very bw
issue, particularly in underwriting loans. Lenders need to know who to contact to get
answers. It is very difficult now with 47 different offices. He said that some small lenders. .
and Realtors might object to consolidation if they have ties to local VA offices. I—Iowever
the benefits far outweigh the short-term adjustments

Mr. Forest stated that large loan servicing écmpanies, which service the vast majority of

. loans, will strongly approve of consolidation because they will only have to deal with a
b small number of offices instead of 47. There is a problem currently with differing
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interpretations by the 47 offices. Small servicers that have a relationship with a local VA
office will have to adapt but will not have a‘problem with it if the function is moved to an.

efficient office that provides good customer service and not a problem office. Mr. Forest
stated that the laroest servicing companies 0enerally operate from two to three servicing

 centers.

Eight geographically dispersed Centers will eﬁ"ecti\}ely cover the country, In addition
eight centers allow for an average of 40 people in loan processing and 50 people in loan
servicing per center. ,

® Appendix B clearly shows that larger Loan Guaranty Divisions are more productive
then smaller ones. The sizes of the loan processing and loan service and claims
sections are closely related to the overall size of the division. It can be concluded that
small sections are generally less efficient than larger ones. However, our largest
section currently consists of 45 people.  There is no evidence that increasing the size
of a section beyond 40-50 people adds any efficiency. - :

® A 40-50 person szction is large enough to take advantage of re-engineering
innovations, such as team-based organization, and technological improvements, such
as a redesigned default tracking system for loan service and claims.

Site Selection

In order to identify the best locations for the RLCs data on 17 criteria was gathered for'
each RO that currently has a Loan Guaranty Division, with the exception of San Juan and
San Diego. The criteria include both program and non-program specific factors. This is
consistent with the requirements of the VBA Restructuring Task Force.. Data was not
available for many of the criteria on San Juan, and its remote location makes it unsuitable
as a consolidation site. Data was also not available on most of the criteria for-San Diego,

' since loan guaranty operatlons were )ust commenced there.in F Y 1996.

Stations were ranked on each criterion. Each criterion was also given a weight based on
its relative importance. The rankings were multiplied by their weights and then added
together to create the total score. The raw data, rankings, and a narrative description of
the criteria and the reason for its weighting appears in Appendix G The lowest score
represents the highest ranking station. This is similar to the method used in the Places
Rated Almanac, although that book did not usé any weightings in coming up with its final

rankings.

It should be noted that stations cannot be selected by formula alone. Appendix H lists the
stations selected along with a brief explanatlon of why that site is preferred over other
sites in the same region that may have also ranked high.

As a result of some concern over the usefulness of the non-program specific criteria,
stations were also ranked solely on the program specific criteria. Although some of the
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rankings changed, the selected sites alI ranked very hlgh and no ohanges were justifi ed on
the basis of this alternative ranking. ~ : o

Intplementation" -

“Tmplementation will have to be closely coordinated with other restructuring efforts.
-Success of the Centers will depend on careful coordination with the extstmc loan

processing and loan service and claims staffs during the transition period, ongoing -

“coordination with the remaining construction and valuation and property management -

staf?s .coordination on transferring computer systems and information, and an adequate
supply of up-to-date equipment. Since most business is conducted over the phone or by -
mail, consolidation will not create a particular hardshnp to veterans or lenders; however,
800 lines to the new Centers will be needed

Despite the ~initiation eleven years ago ofa very proactive program to modernize the ADP
resources-supporting the Loan Guaranty program, we continue to trail our industry
partners in this vital area. If VA is to continue to be a viable factor in the home loan
market it must improve the availability of automated assistance to employees in the field

.and provide for speedy, reliable, electronic communications with the lending mdustry

Because VA represents less than 10% of the home mortgage market, we cannot impose

" our technology on the ind: ustry, but must adapt to what is evolving in'the mortgage

industry. In particular, rapid deployment of the replacement Loan Service & Claims
System, and'Electronic Data Interchange (EDI), enhancements to that system and the-Loan
Production System (LPS) are required tor maximize the benefits of consohdation

Implementatxon teams wi i be estab 1shed to work out the detalls of the restructuring. The

‘teams will develop plans for the RLCs and.the Loan Guaranty functions that remain at the -
.other regional offices. The Loan Guaranty activities remaining as a local function are

described in Appendix H.. The implementation teams will need to-examine the remaining

 functions and determine the appropriaté: oroamzatlon structure. This will vary from office

to office. Options might include merger with newhborm0 offices, assigning staff as

outbased. personne! of other offices, or continuing a separate Loan Guaranty Division.
The teams will also need to address the significant impact this restructuring will have on -
- other functions, such as Veterans Services, Fmance Admlmstranve Support, Human ‘

: Resources and Regional Counsel. » o

A tentative schedule for the remaining consolidations appears in Appendix J. This

schedule was designed to allow the RLCs to gradually build up to their full staffing levels,
while conveying offices oradual]y downsize: throuoh attrition. The long-term nature of thlS
plan provides RO management an opportunity to make rational staffing decisions when
vacancies arise and could lessen the impact on employees. This schedule also takes
advantage of the fact that there are sufficient staff trained in Loan Guaranty in some of the '

-Centers to take on additional workload in 1997 with few or no addmonal FTE. Thus, .

consolidations are pro;:osed for Houston, Roanoke, and St. Paul starting in the third

~.quarter of 1997. These are in addition to thé Denver and Cleveland RLC initiatives that -
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are already scheduled for 1997. Once this proposal has been approved, it is expected that
the conveying offices will work with their respective Centers and Area offices to move the .
work when‘ appropriate, which may differ from the dates in the temative schedule. '

"The 1mplementatlon teams will need to address the issue of mamtammc:r an appropriate

level of service in Joan processing and’ servicing during the transition period. Stations that-
will be conveying work to other stations will likely start losing FTE in loan guaranty well |
in advance of the time their work will be.transferred. Possible solutions included
brokering work to the consolidated site, detailing employees from other areas, or hiring

temporary employees

‘: Page 8



Appendlx A |
How Loan Guaranty Operates o

The veteran's primary housmg beneﬁt 1s the VA home loan program which provndes
pamal guaranty on loans made by private lenders to veterans for purchasing homes, '
condominiums or manufactured housing units. The program operates by substituting the
guaranty of the Federal government for the'investment protection afforded under
conventional mortgages, which require a downpayment and/or private mortgage
insurance. Over 80% of the purchase Ioans guaranteed by VA have no downpayments

VA relies heawly on private mdlwdua s or firms in prowdmg thxs beneﬁt Genera y,
veterans locate a home they wish to purchase through contacts with real estate agents who
~ are very familiar with the VA home loan program. Real estate agents usually help
veterans find a mortgage lender who will process the loan. In most,cases VA has limited
or no contact with the veterans in processmg these loan apphcanons ‘

Operatmg in 47 Regional Offxces Loan Guaranty services are provided within four
functional areas: Construction and Valuation, Loan Processing, Loan Service and Claims,
and Property Management. The work of administering the Loan Guaranty program,
which is a unique partnership of government and private lending institutions, is conducted
by approximately 1,700 Loan Guaranty personnel in 47 regional offices. As of February,
11996, field personnel were allocated as follows. ‘Note that the Office of the Chief in some
cases mcludes most section chxefs and.indirect labor for all ﬁmctlons

Office of the Chief 288.4 FTEE
~ Construction & Valuation 265.2 FTEE .
Loan Processing 303.8 FTEE

Loan Service & Claims ~ 492.7 FTEE .

Property Management - 2693 FTEE

Files | 62.7 FTEE -
Total S 16821 FTEE

The Central Ofﬂce Loan Guaranty Semce functions in a staff role to the Under
Secretary for Benefits, recommending policy and providing prooram oversight. Training .
for regional office personnel 18 provxded in a number of ways: on the job training,
computer based instruction, technician training through the VBA Interactive Distance
Learning Network training, OPM training courses, generic financial and credit
‘management courses from the Treasury Department's Financial Management Service, and
locally available courses m real estate fmance and appraisal principles.


http:which.is

\ . p—
1. Consfruciion and Valuation R

When a veteran decides to buy a home the veteran or hls/her lender requests an
appraxsal of the property to be purchased. :

VA assigns an mdependent professxona] fee appraiser to conduct a forma appralsal
of the property which will secure the loan. Most appraisal reports are subsequently
reviewed by VA staff for acceptability. Based on the appraisal report and data in VA files
a Certificate of Reasonable Value (CRV)iis issued, which sets a limit on the maximum ‘
loan VA will guarantee. The CRV also provides vital information to the veteran regarding
the value of the property in relation to the'list price. Because timeliness is critical in real
estate transactions, VA has established a target time standard of 20 days after the initial
request for the issuance of the CRV .

Under an alternative process, the Leﬁdgr Appraisal Processing Prograrﬁ (LAPP),

VA also assigns the fee appraiser. However, the fee appraiser's completed report is

forwarded to the lender, not YA for review by the lender's VA approved staff appraisal
reviewer (SAR). The lender's SAR performs the same basic process as a VA staff |

appraiser; however, in setting the maximum loan amount the lender issues its own

notification of value to the veteran and not a CRV. The LAPP lender can then close the
loan on the automatu, basis. The principal benefit of LAPP is to speed the time to loan
closing for veterans.

The duties and responsibilities assigned to the C&V functional area are tied closely
to the local real estate market(s) within which the regional office operates It is generally
conceded that appraisal work is at least as much an art as it is a science. - As such, there is
no substitute for knowledge of the local market and for VBA having a physical presence in
areas with high concentrations of appralsal work. Regional offices have entered into a

number of arrangements to ensure a physical presence when their active markets are at

some distance from the regional office. As congressional and executive branch interest in
the costs of the program have increased, the emphasis on the oversight ﬁ_mctlons of C&V
have become more apparent and lmponant :

[

2. Loan Processing

Concurrently, the lender will assist the veteran in obtaining a Certificate of Eligibility
from VA, if one was not previously obtained, and develop the case, i.e., obtain '
verifications of employment, deposits, credit history, etc. - In approximately 92-percént of
the cases, lenders will close VA loans on an automatic basis, i.e., without prior approval of
VA. In these cases, the closed loan package with appropriate documentation is submitted
to VA which reviews the case and issues a:guaranty certificate to the lender. For the other
8 percent of the cases, lenders submit the loan application to VA for prior approval VA
reviews the case and issues a commitment to guarantee the loan when it is closed. After
closing, the lender submits a loan package to VA to obtain the guaranty certificate. The
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LP system automatxcally generates Cemﬁcates of Guaranty and commxtment letters as

v well as workload activity reports.”

When VA issues the guaranty certificate, the veteran is mailed a pamphlet which
ekplains his or. her obligations to the lender and VA, and provides guidance regarding
maintenance of the property, what to do if financial difficulties occur, and how.to arrange”
the subsequent sale of the property “As lono as the veteran makes regular mortgage .
payments to the lender, this will be the extent of service provided in most cases, although

“additional contacts with veterans occur when they call or write VA with questions about

their loan or to request release from liability incident to the sale of the home.

The duties and responsxbthttes of the Loan Processmg area have evolved over the
past few years to be largely the review of Iender—provrded documentation. The movement
from actively undemrttmg almost all VA loan apphcanons under the prior approval
methodology to mostly revrewmg automatic lender guaranty requests has been swift and

. dramatic. Improved communications capabilities such as FAX machines have decreased

the time necessary to perfect documentatton so that the needed Loan Guaranty
Certificates may be issued more quickly. The automated Loan Production system (LP)
has provided the capability to quickly process loans, generate pertment documents.and
correspondence and code the actions taken. It hasa loan status inquiry function which
eliminates the necessity for physical loan ﬁle retrieval and it provides several loan
production reports. The LP system is one of the first parts of a larger effort to automate
all of the Loan Guaranty activities. An automated system for managing lender information
is also under development. The Expanded Lender Information system (ELI) will provide
a nationwide electronic file of information on the personnel and operations of participating

“lending institutions: The LP system is readily adaptable to consohdatlon of loan

processing activities as will be the ELI system. .

With the change in how guarantees’ are issued and the limited review of closed loans,
training of lenders became critical. Staffin Loan Processing must be adept at addressmo
large and small groups and in preparing trammg matenal

+

3. Loan Service and Clalm's ‘

The primary mission, of loan semcmg is to ensure no veteran loses hrs or her horne
due to.temporary personal or financial problems and, when this i is not practicable, to
ensure that the loan is terminated at the lowest cost to the Government and with the least
possible impact on the veteran. - VA is notified by ]enders that veterans are del inquent on

.. their guaranteed loans when the third consecutive payment is missed. Lenders inform VA
" of the reason for the default and what servicing actions have been taken by the Iender VA.

then enters the default into the Liquidation and Claims System (LCS), which automatlcally

~ generates servicing letters to the borrower emphasizing the serious nature of the situation

and encouraging the borrower to contact VA. The lender/servicer continues to-have

primary responsibility for servicing the defau t. VA also attempts to make personal

contact (usually by telephone) with the borrower These personal contacts are the most



e

effective means of finding cures for defaults. In appropriate cases, VA may intercede on
the borrower's behalf and obtain a forbearance -agreement or arrange a reasonable
repayment schedule. Also, VA may contact local agencies that provide assistance in
finding jobs for-borrowers or aid with thexr daily subsistence needs, or help in making
mortgage. payments ' »

If no arrangem-ents for reinstatement.are made, the lender/servicer sends VAa
Notice of Intention to Foreclose. VA regulations preclude the initiation of foreclosure for
an additional 30 days to allow VA more time to find a solution to the veteran's problem.
VA servicing continues, even after foreclosure has begun, to explore every possibility to
assist the borrower. These include refunding (purchasmg the loan from the lender),
accepting a deed-in-lieu of foreclosure, and encouraging a private sale of the property
even at less than the amount owed on the VA loan.  The goal of the Loan Service and -
Claims function is to help veterans to retain their homes and avoid financial loss and to
protect the government' s interests by minimizing clalm payrnents and property
acquxsnmns *

The supplemerital servicing of VA loans may be viewed as largely a process of
communications. VA often serves as intermediary between the veteran-borrower and the -

- - commercial lender. Liquidation management may be viewed as a process of

communication between the servicer/holder and VA, while claims management is largely a
document review and approval process. Demographic and technological changes have
caused many modifications to the program. The returning World War II veteran was

‘ relatively likely to settle in his or her old home town. If that veteran encountered trouble

making the monthly house payments, the, local lender was likely to visit the house and/or
arrange for a personal appointment to resolve the issue. The post Vietnam era veteran is-
considerably more likely to have settled in a new area of the country and is used to dealmg
with a mortgage lender who may be several states removed from the property. ‘ The

~ present veteran is much more likely to complete his or her business with both the

servicer/holder and VA via telephone and letter than by persona] interview.
Communications between VA and the servicer/holders are rapidly evolving from a process
requiring a separate piece of paper for each step in the servicing, liquidation and claims

process to an electronic environment. Due to technological improvements, the location of

the individual providing the service has little impact on the quality of service rendered..

4. Property Management™ - - . ,

In the event that foreclosure cannot be prevented, VA will pay a claim under the
guaranty and. in approximately 90% of cases, acquire and ultimately resell the property
securing the loan. VA's property management function prowdes the principal source of
funding for the Loarn Guaranty Program throunh sale of acquired properties on both a cash
and vendee loan (VA ﬁnanced) basts.

Page 12



o,

"N, -"

The. primary purpose of the VA Property Management program is the saie of .

- acquired properties at prices which will result in the maximum recovery of the -

Government's investment in these propemes VA utilizes the services of local brokers in
the' management and sale of properties Wh‘c.,h are owned or are to be acquired by VA.

‘When a property is conveyed to VA, it is assigned to'a management broker for custodial
care. Management brokers are responsible for making periodic i inspections of properties

and recommendmg to VA the need for repairs and other expendrtures

~ Whena property is assigned to a manaoement broker, he/she makes an mmal
inspection of the property and prepares a report which mdrcates the condition of the
property and the property value based on comparable properties in the neighborhood. VA-

staff will then complete an'analysis of the property based on the management broker's
.. information, in-file data, previous appraisals, and other staff inspections. A determination
'is then made a$ to whether a repair program will be undertaken. If the decision is made to

repair the property, repair specifications are prepared and bids are solicited. The '

* management broker is responsible for supervising repairs while they-are in progress and

certifying to VA that they have been satisfactorily completed Once the repairs are

“completed, the property is ready to be hsted for sale

Independent sales brokers negotlate the sale of propemes hsted by VA When
offers are submitted with acceptable terms and conditions, and in conformance with the -
listings, they are held for an interval following the date of public appearance of the sales,
listing. A prehmmary credit analysis is then made and those offers requiring VA ﬁnancmg
which are clearly unacceptable from a credit standpoint are rejected. The others are ’
retained for further consideration when the credit reports, employment verifications, and -
other supporting information are received. . Upon receipt of all required information, Loan.
Guaranty personnel complete a formal underwriting analysis. If more than one offer is

being considered, a comparison of these offers is made, and the one found to be in the best .

interest of the VA, based on established criteria, is accepted. After approval and
execution by VA, the purchaser and sales broker are given appropriate notification. VA

prepares the instruments required for closing the sale. Once the sale is closed and the

necessary documents are recorded, all required papers are returned to VA, Currently, VA
finances about 81 percent of acquired property sales, with the rest sold for cash or
financed by non-VA sources.

.Th‘ev marketing and disposition of real estate is always a very highly localized -
activity. While technological advances make efficiencies possible in the administrative
processes associated with the PM area, the actual market strategy and sales tactics are
highly dependent upon the conditions and customs of the local market.” Additionally, PM
provides an oversight function which is very 1mportant in limiting or eliminating losses

from fraud and abuse. ' VA's own experience, as shown in a number of OIG audits over the

years, has been that mfrequent or non-existent staff oversight over inventory properties
and/or contract-basis property managers increases the program's vulnerability to waste,
fraud and abuse resulting from extended property holding time and/or funds being

a
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requrrements

expended for-work not accomphshed or not accomphshed in accordance with contraetual

L,
EER T

5. Sgecrally Aiagted Housmg | L

VA also provrdes housrng benefits to, dlsabled veterans in the form of spemally v
adapted housing (SAHY) grants, direct loans and loan guarantles Housmo grants are made

~ to permanently and totally disabled veterans to assist in acquiring new or existing housing . -

‘units which are adapted to meet the needs of these veterans, e.g wrder doorways and
ramps to’ accommodate wheel chalrs .The grant may riot exceed one -half of the purchase.

© price of the dwelling up to a maximum of $38,000. Grants up'to a maximum of $6,500 .

are also avallable to veterans w1th service connected blindness or the loss or loss-of-use of

. “both upper extremities. Normally, veterans obtain VA guaranteed loans to purchase N
* homes in connection with SAH grants. However if veterans are unable to find guaranteed L

loan ﬁnancmg, VA wrll make direct loans up to 2 maximum of $33 OOO to supplement the
grant ‘ : : k S r

Personal service to the dlsabled veteran begrns when the Adjudrcatron Drvrsron .
notrf ies the Loan Guaranty Division that a disabled veteran has been determined to be -
eligible for an SAH grant. Loan Guaranty then forwards an application to the veteran
with a notification of his/her basic eligibility for benefits. When the veteran returns the
appllcauon Loan Guaranty personnel arrange for a personal interview, usually at the
veteran's residence. Durlng this interview, VA discusses the véteran's “housing plans or

" desires and the entire SAH process is explalned in detail. .If the veteran elects to go ahead

with a home purchase. or an adaptatron of an existing property, a Specially Adapted :

. Housing agent from the Loan Guaranty Drvrsron assists the veteran through each step, ie.,
selection of property, contract negonat:ons wrth builders or contractors review of plans
" and specifications, compliance inspections, ‘escrow of funds and final dlsbursement The

‘SAH grant program cften requlres several hundred man-hours over a 3-6 month period to |
complete a smgle case. : : L

‘ Page 1;4, .
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j‘ B | . AppendixB |
] - Loan Guaranty Productivity by Size of Station

. |* Average Division
: ' | #of _|Standard Productivity
.| Division Size (FTE) stations | 1993-95 .
Very small (4-13) |~ 11 . 7403 - L
Small (13-25)~-" | 9 - 93.32 '
Medium (25-35) "l 8 10381
large(35-60) -~ | 10 | 109.69
Very large (60-110) |~ 8 : 123.46

Loan Guaranty Prochctmty by Division Siz

—

S

88388838

productivity 1993-95

Average loan guaranty division

Division size (FTE)
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) | o : Appendlx C
J Loan Guara nty 1992 Re- engmeermg Task Force Members

Charles Bidondo, Loan Guaranty Ofﬁcer, San Francisco :
- Joseph F. Danyko, Supervisory Loan Specialist, Loan Guaranty Service

Donald D. Duggan, Chief, Operations Analysis Staff, Loan Guaranty Service -

Lynne Heltman, Statistician, Office of Assistant CBD for Planning (20P) -

Mike McReaken, Loan Guaranty Officer, Houston .

Jack G. McReynolds, Director, Denver Regional Office

Donald F. Munro, Loan Guaranty Officer, St. Paul -

Karl Pack, Loan Specialist, Loan Guaranty Service

Gerard J. Prizeman, Loan Guaranty Officer, New York

David Tunnell, Chref Loan Guaranty Systems Coordlnatxon Staff Loan Guaranty
“Service

Nancy R Wilck, Chief, Loan Guaranty Systems Management Dmsxon (20M48)
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Contract out servicing of Qortfolno loan

| AppendixD
Transrtlon Year Inmatrves

The number of portfolio loans has dropped to the point where it is no longer
efficient for. VA to invest capital in the system upgrades necessary to continue to service
these loans. Most private sector servicing companies service hundreds of thousands of

“loans and achieve significant economies of scale that VA cannot achieve with its relatively
“small loan portfolio.. Most of the portfolio loans were made in connection with VA

property sales and were not made to veterans. Asa result of this i mrtlatwe the unit cost of
servncmg these loans will decrease L :
, This lmtratrve was approved as part of the second round of the National
Performance Review. - It has been incorporated into the overall VBA restmctunno effort
and is considered a transition year initiative. - In addition to contracting out the portfcllo
loan servicing, it is proposed that a Portfolio Loan Center be established at the
Indianapolis RO to monitor the contract loan servicer and approve and coordinate
portfolio loan terminations. The use of a smcle site for portfolio coordination will
facilitate the success of the initiative because the service provider will only have to deal
dlrectly with a single cffice and can provrde that office with access to its loan database.
This initiative is expected to save 164 FTE when fully 1mplemented and $14, 549 807

through 2002.

Establish Cleveland as a Regional Guaranteed Loan Ser\'ficing‘Cemer

This initiative proposes consolidating all guaranteed loan servicing activities,
including release of liability and claim payment, at the Cleveland Regional Office for the
following stations: Buffalo, Detroit, Huntingtor, Indianapolis, Louisvillé, New York,
Newark, Philadelphia and Pittsburgh. The quality service to veterans will be-improved by -
increasing access to VA in an environment of shrinking staff resources, with toll-free

‘telephone access and increased hours of operation. Mail and telephorie contacts with’

industry partners will improve since they will have contact with one office instead of ten. -
It takes advantage of economies of scale and opportunities for oroamzauonal innovation. -
It facilitates consistent staff training of the highest quality, eliminating variations in the
quality of service received by veterans and lender. It permits economical use of -
technological enhancements which cannot be justified by the work volume in smaller
sections. It results in significant cost savings due to lower personnel requiremems;

Consolidation will give Cleveland 14% of the national servicing workload, which
was performed by 85 FTE. Cleveland will need at most 60 loan guaranty FTE to '

. accomplish the consolidated workload, a net reduction in staff of 22%, or 26 FTE 'when

fully implemented. This initiative is expected to save $5,869,657 through 2002.
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Establish Denver as a Regional GuaranteedLoan Servicing Center

This initiative proposes consolidating all guaranteed loan servicing activities,
including release of liability and claim paymient,,'at the Denver Regional Office for the
following stations: Albuquerque, Anchorage, Boise, Fort Harrison, Salt Lake City,
Muskogee, Portland, Seattle and Wichita. The quality service to veterans will be
improved by increasing access to VA in'an ‘environment of shrinking staff resources, with
toll-free telephone access and increased hours of operation. Mail and telephone contacts
with industry partners will improve since they will have contact with one office instead of
ten. It takes advantage of economies of scale and opportunities for organizational
innovation. It facilitates consistent staff training of the highest quality, eliminating
variations in the quality of service received by veterans and lender. It permits economical
use of technological enhancements which cannot be justified by the work volume in
smaller sections. It results in significant cost savings due to lower personnel requirements.
Consolidation will give Denver 9% of the national servicing workload, which was
performed by 53 FTE. Denver will need at most 36 FTE to accomplish the consolidated
workload, a net reduction in staff of 32%, or 17 FTE when fully implemented. Thls
mmanve is expected 0 save $4,007,882 through 2002.

Consolidation of Loan Guar'antj,g Eligibility'ProCessing to Winston-Salem

This initiative proposes consolxdanon of activities rélated to the function of
determining eligibility for the loan guaranty benefit from the existing 46 loan guaranty
divisions into the Winston-Salem Regional Office. Under this proposal, all VA Regional.

Offices and out based access points would ‘continue to provide Certificates of Eligibility

(COEs) for the loan guaranty benefit to veterans who personally visit the offices
(approximately 20 percent of the volume is ‘handled on the "walk in" basis). Consolidation
of the issuance of COEs from mailed in requests will ‘enable VBA to issue accurate COEs
in a more timely manner and with significantly less staff. Service to veterans and program -
participants is improved, while unit costs are reduced. The consolidated site should be
able to issue 95 percent of COEs within 5 days of the request. In'the last.two years, VA
has issued only 88 percent of COEs within"10 days of receipt of the request. The
consolidated center will offer better access to veterans and lenders. An "800" number will
be installed to provide veterans and lender§ easy access to the eligibility unit.

The consolidated unit will be able to react to employee absences and fluctuations
in the workload that are very difficult to handle at present. . Team structures and the use of
specialized work units would also be effective in the consolidated site and further enhance
efficiency. VA's ability to establish and maintain a well-trained staff will be facilitated in a
centralized location. The benefits of an economy of scale will accrue in a centralized

location. It is anticipated that progessing loan guaranty eligibility determinations will be

accomplished with approximately 35 loan guaranty employees versus the present
equivalent of 67 FTE which are spread across 46 locations, a savings of 48%. This
initiative is expected to save $4,939,474 through 2002,
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Appendle o
oustomerNeeds and Expectatlons o

L. Veterans

"The pnmary customer of the Loan Guaranty Program 1s the 1nd1v1dual veteran. Since May

1994, VA has been sending a Customer-Satisfaction Survey to a'random sample of
veterans who have recently received a VA guaranteed loan. In géneral, the respondents
were pleased with their dealmgs with the VA 96 percent felt they were treated -
courteously by VA employées and 93 percent were satisfied or highly satisfied with the -
information they received from VA. However, the surveys indicate that only 48 percent of
the respondents.contacted VA directly about their loan. Twenty-three percent contacted
VA by phone, while less than 19 percent contacted VA in person, mostly to obtam a

Certificate of E11g1b1 ity (COE).

Actual contact by VA with veteran-borrowers is hrmted since VA home loans are made by'

private lenders. VA contact with veteran-borrowers usually consists of providing the

Certificate of Eligibility, xnformatxon (usually through the mail in pampbhlet form) on the .

. program and providing answers to specific questions on an individual veteran's situation.

Improved telephone access to VA loan specialists will assist in providing better customer
service to veterans. As described below, providing good customer service to the lenders
that make VA loans is essential. The bottom line is that only by p‘rovidi'rioexcellent and
consistent service to lenders can we prowde excellent customer service to the veterans
obtaining VA home loans :
Vetefans also need service when they default on their guaranteed loan. . With very few
exceptions, all contact with VA is by phone or through the mail. As with veterans seeking
to obtain a VA loan, these veterans can best be served by improved telephone access to
highly trained loan service representatlves who can assist them n avoxdmv a foreclosure

on thelr home. ‘

. The Real Estate Finance Industgf

'

The corporate customers w1th whom we do busmess are essential to the Loan ‘Guaranty
Program. Due to the many functions that:the financing and servicing of loans and
management of property require, VA utilizes the resources and expertise of many non-VA
entities to help the program work. In the real estate finance industry, our most important
customer is the mortgage lender. This group includes the banks, mortgage companies,

-savings and loan associations, credit unions and other financial institutions which make the
loans we guarantee. Because lender participation in the program is voluntary, failure to

provide quality service could dxscouraoe them from participating in the program, making i it
more difficult-for vérerans to use their VA home loan benefit. In addition, lenders provide
direct service to veterans and depend on VA support to make VA guaranteed loans.

i

i
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Failure to fully support Ienders could indirectly affect veterans' satlsfactlon with the
program, »

The real éstate agent and broker are also prime players in the program. Their role is
critical in-that they are often the initial contact the veteran has with VA financing.
Retaining their support in advising the home buyer and seller to elect VA financing over
other home financing options is a goal for which we strive. Appraisers and inspectors help
to. assure that the security for the loan adequately protects the Government's interest.
Home builders contribute to the vitality of the program by building homes which are
affordable for many veterans and offering VA financing for their products.

A substantial role is filled by secondary mortgage market entities such as the Government
‘National Mortgage Association (GNMA) which provides an investment pool for mortgage

loans and a conduit of capital for VA lenders. The participation of the insurance

companies which insure homes and home mortgages and the taxing entmes Wthh assess
. real property and collect taxes are also elements of the program. .

The loan holder and loan servicer help the veteran resolve loan repayment problems whxch
" may be encountered by helping mortgagors identify problems, arranging repayment plans

" to cure delinquencies and suggesting alternatives to foreclosure when loan defaults are -
insoluble. When needed, VA assists holders and servicers in loan 'servicing matters such -
as loan assumptions and partial releases of secunty and by intervening in loan default
- situations to effect cures. S

© VA's contact with these customers indicate that one overriding concern is the need for VA
to be accessible and provide consistent information. Because of their prime importance to
the program, VA began an annual survey of' lenders in 1995. Among the respondents,
~only 70 percent indicated that, overall, they were satisfied or highly satisfied with the VA
Loan Guaranty Program; 75 percent were satisfied or highly satisfied with the degree of
professionalism demonstrated by VA employees; and over 54 percent were satisfied or
highly satisfied with the timeliness of processing by VA. ‘There were a sxqmﬁcant number
of complaints and negative comments regarding the inaccessibility of VA personnel,
difficulty in getting questions answered or even getting through on the telephone. Fifty-
two percent were somewhat dissatisfied or not satisfied with the'amount of time required
_to give and get information from VA, and 17 percent felt that information provxded by VA
was not accurate and consistent. :
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3. Loan Guaranty's Custoxhgrs Within VA

It is also recognized that "customers” of the Loan Guaranty Program exist within VA.
The Veterans Services Divisions regularly answer general loan guaranty questions for
veterans in face-to-face and telephone interviews. They also assist with walk-in eligibility
determinations at most regional offices. As a result, they require regular training on the
Loan Guaranty Program. Adjudication personnel adjudicate the more complex eligibility
claims. Involvement by the Finance Division is required for paying Loan Guaranty
obligations such as guaranty claims and escrows, establishing debts resulting from

. guaranteed loans, considering debt waiver and compromise cases, receiving and refunding
VA funding fees and processing inquiries on VA benéfit-related indebtedness. Other Loan
Guaranty support services are provided by VA employees in mailroom activities, forms
and publications control, travel arrangements and p§rsonnel services.

On local and national levels, Information Resource Management provides information
technology development and maintenance services. - VA General'and Regional Counsels
furnish legal advice and assistance. The Office of Inspector General serves in the areas of

_program surveillance and fraud, waste and abuse avoidance. Even Loan Guaranty '
Division employees should be seen as customers. Their concerns of job stability,
promotion potential, job satisfaction and work environment are issues to be addressed by
the VA in the interest of maintaining a talented motwated work force. -

4. Other Customers

'

Aside from the needs of the real estate industry, internal VA:customers, and veterans
themselves, other entities are partially responsible for informing or counseling veterans -
regarding their loan benefits. These groups include the Veterans Service Organizations,
state and county veteran representatives, and the military services. - '
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Bloglraphxes of Mortgaoe Industry Experts

WilliamfiH. Brewster

William H. Brewster is che President and Manager of Pohcxes & Comphance at o
Columbia National, Incorporated - an independent residential and commercial mortvaoe
banker with headquarters in Columbia; Maryland. Prior to joining the company in 1992,

. Bill was Assistant Director for Government Agency Relations at the Mortgage Bankers
- Association of America in Washington, DC, and a mortgage loan originator in the
Baltimore-Washington area. He is a U.S. Air Force veteran and holds B.A. and M A.
degrees from the State University of New York at Albany.

Phrhp E. Forest

Philip E. Forest is a consultant to the housmg and housmg ﬁnance industries and to
government agencies nationwide, with headquarters in Arhngton, Virginia, near
Washington, D.C." A graduate of the University of Maryland, Phil has a broad
background, having retired in 1983 after 32 years in the Federal Government. .

Immediately before retirement, he was Speéial Assistant to the Deputy Assistant Secretary
(DAS) for Single Family Housing and Mortgage Activities at HUD. . In 1980 and 1981 he -
was the Acting DAS. Before that, he held various positions.in the headquarters of HUD,
where he helped develop the policies and procedures that govern HUD-FHA's single
family programs. He teaches loan ongmatlon loan processing, underwriting, appraisal

. review, loan servicing, and trammg subjects in seminars and"on panels at industry

meetings. He is a member of the Single Family and Loan Administration committees of
the Mortgage Bankers Association of America (including their FHA-VA Liaison -
Subcommittees and the Conference Plannifig Subcommittee of the Loan Administration
Committee) and a' member of the Standing Committee on Mortgage Finance of the’
“National Association of Home Builders, where he is Chairman of the Single Family
Subcommittee. He is also a member of the board of,directors and Executive Vrce
President of the American Alliance for Loan Management




Appendix G
‘Regional Loan Center
Selection Criteria

Program-specific Criteria

The follpwing prqgfam--speéiﬁc criteria and weights were used, totaling 70 percent:

1.

LP rating - 12% S . ;
"The Assistant Director for Loan Processmo rated each station on a four pomt

scale. Ratings were based on quantitative data, such as timeliness on issuing
Certificates of Eligibility and guaranty backlogs, as well as information on station
performance obtained through station surveys, from answering correspondence
from veterans and program participants, from comments on the lender and

‘veterans surveys, and from informal feedback from program participants:

LS&C rating ~12%
The Assnstam Director for Loan Management rated each station on a four

Apomt scale.- Ratings were based on quantltatwe data, such as Foreclosure

"Avoidance Throuoh Servicing (FATS) ratio and claim payment timeliness, as well
as information on station performance obtained through station surveys, from

answering correspondence from veterans arid program part1c1pants and from

mformal feedback from program pamcxpants

Productivity measures - total of 12%

Average for FY 1993-95 (95 through August):

A. Loan Processing Direct Labor Effectiveness Ratio - 5%

B. Loan Service & Claims Direct Labor Effectiveness Ratio - 5%

. C. Loan Guaranty Division Productmty Index 2%

iy

The effectiveness of the loan processing and Ioan service claims sections are -
the most important productivity measures. The division productivity index is also -
used, since the effectiveness ratios do not.measure the effects of overhead.

Loan processing staffing - 5% :
The people currently working in the loan processing section will form the basis -
of the new consolidated ceriter. The greater the number already at a site, the less
disruption there will be of employees. In addition, the more people there are .
already there, the less need there will be to train and perhaps hire.people, allowing
for a smoother transition.

Loan service and claims stafﬂnv 5%
The people currently working in the loan service and ¢laims section will form
the basis of the new consolidated center The oreater the number already at a site,

-
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the less disruption there will be of employees. In addition; the more people there .
are already there, the less need there wrl! be to tram and perhaps hire people, -
allowing for a smoother transition.

Lender and Servicer Training Access total of 24%

During the past year, the re-invention of Loan Guaranty processing and the
new Servicer Loss Mitigation Program (SLMP) have increased the role of
program participants and changed how the work of VA staff is performed in the
two functional areas. The change in the guaranty process, relying more on the
detailed information provided by lenders, has increased the need for VA training,

" monitoring, and communication with lenders. The SLMP relies on lenders to

research and approve alternatives to foreclosures under certain circumstances. It

-increases the need for VA training, monitoring, and communication with servicers.

Training is best provided by the personnel who actually process loan guaranties
and claims. Therefore, a Loan Proc‘essing and Servicing Center will be located in

. each general region of the country. ‘Access to lenders and servicers to conduct the

training is a very important site selectlon cnterlon

‘A. Number of major airline ﬂlghts per week 12%

. Source: Places Rated Almanac. - :

This measures the ease in which lenders and servrcers can travel to the crty ,
to attend training and VA employees can travel from the city to provide
training. The number. of flights is also usually related to the cost of flights.

B. Mortgage Bankers Association (MBA) members in city - 6%

The greater the number of lenders in the same city as a consohdated site,
the easier it will be to provide the training. :

C. MBA members in current jurisdiction - 6%
If the lenders are not located in the same city of the consolidated site, the
next best thing is to be located at least in the same state as the site (or .
neighboring states in the case of the offices that already cover adjacent states). -
In addition, the RO has already built a relationship with lenders in its
jurisdiction. The more lenders. that they currently have in therr jurisdiction, the -
.easier the transition will be ’
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Non-progra‘m-_s pecific Criteria

The following non- plrogram—specxﬁc criteria and weights were used, totalmg 30
percent

1.

Average annual pay. - 9%
Source: BLS , '

This is the most 1mportant non-program criterion. The average pay will - .
strongly influence the relative quality of life of VA employees. The more VA pays
compared to the average, the more VA employees will have to spend on hvmo
expenses compared to others-in their area. In addition, the lower the average
salary, the more favorable VA salaries will be viewed by prospective employers -
and the more VA will be able to recruit the most qualified people.

Also, the locality adjustments are 5uppbsed to be based on the average local -

~pay. The h1ghc>r the local average pay, the higher the locality ad_;ustment is likely o |

to be increasing VA's costs of Operatmo in that locanon

Average comr‘nercxal rent. - 7%

Source: BOMA. ‘
This 1s the second most 1mportant non-program criteria since it will impact the

cost of VA operations. GSA is movmg to bring rents charged to agenc:es more in
line with market rents. : ,

Clty rankmgs total 6%

Money magazine rankmg out of _:OO cities ranked in their Septernber 1995
issue. The rankings are based on each cities score on criteria rated as most
important by Money magazine readers, sorted into nine categories listed below.
Their precise scoring calculations are not disclosed. B

The Places Rated Almanac ranked 343 cities in 1993. The overall rank is
based on the cities' ranks on each of the ten categories listed below. The
methodology for ranking cities within each category is different for each category.

Since neither rankmcr methodology appears better than the other both are used and
welvhted 3% each. S ‘ :
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)  Money Magazingé -~ - - - Places Rated Almanac

1. economy 1. costs of living
2. health _ 2. jobs
3. crime i K | 3. housing
- 4. housing A 4. transportation ..
-5, education . 5. education
6. weather : ‘ 6. health care
7. transit o : ‘ 7. crime
" 8. leisure - ’ : ‘8. the arts
.9 arts- 9. recreation - .
‘ : 10. chmate '

" 6. Cost of living:index - 2% .
" Source: ACCRA '
- This will affect the quality of life of VA employees. In the long term, it will
~ probably also impact the cost of VA operations. It is weighted lightly because it is
- already considered in the city rankmgs and because the average saiary 1s a more
zmpcrtant criteria. : :

7. FTE turnover - average of FY 1994 and FY 1995-2%
This is an indicator of the stability of the VA workforce. High turnover
requires increased employee training and hurts productivity. This is weighted only
2% because the data was affected by the buyout in 1994. ' :

8. d-year college students as percent of population - 4%
Source: Places Rated Almanac . '
College students provide a steady supply of part-time work study labor, which we
~ expect will be heavily used in a consolidated center. We also expect that some of these
students will be offerad permanent employment as positions open up through normal
.attrition. The greater the student population (relative to the.overall population) the easier -
it will be to get top quality students and graduates to work at the center. R

N
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Miwaukes, W 2 216208  60.21] ‘took2| 4] 4Rl 96| a6 72| s80%! 26202 54| 12 3| o718l 355w
Mantgomery, AL 2 3{12045|  66.23) @881 g wl o aa} so) ees%| 2:028] 12| 23 ies| w24 475%
* |1auskages, OK ¥ 2|142.18|  108.08] 109.1) 8 18 15 47 5011 445%| 246011 7987| 23 t20{ @94| 1.08%
" |Mashvite, TN 2 4|163.38| 9238 12088 LD 1 7) 1262) 9.65%| 26037] 1107|224 " 31| e17] a7ey
tew Orlaans, LA 3 1/10620) 8328 - 7205 NG " 48 e8] 7.60%| 24277 958l  eW  142] - @ds| a47%
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RAW DATA
Program Related Celtera - 10X of ovarall score o ‘ RonFrogram Diltsela - 2% sl ovaredl 15ere
S MEA Wi~ | ukty  (Maces ~ ayon
o185 Jeles 9165 . iA membsn  [vhEne Avirege Wi R ACCRA  {Colege -
w  fsae ip s Diion (1P . lt6aC  [wamhers  fhcument - [isghte FIE T L T T T e
Jrating  |Reting.  [E8fect  JEifect. Sid.pred. |aelling |ntafling |mety pridit.  lowwnk  fiwmover pay nt {12000 BRaab 4 |ivig % of pep,
Criterla weight ' | : : ' : .
New York, NY 3 4110083, 1549 nn 45 85 1 T 7068 8.70%| 3838Y¥| 27.36) W41 1081 2288 31.0%
Hewark, Wi i JiiZ849) 8IZh4; B4y DAy 1GH i) Viby 43b07 i15.70% ] 35128y @396] ZIAp 7y i3%d Z55%
Oaldand, CA 2 4]168408 58.02| 12863 14 18 62 . 225 4187] 10.75% 3170%] 2088 135 - B1 120 233%
Phitadelphin, PA 2 3 181.59 8160} - 84.22 b 12 221 B 1742) 7.45% 298381 16.73 288 A 1274 3.24%
Phosnix, Al ? 215267 10286] 1462711 18 43 61 2785] 12.00% 24818f 11171 . 81 - 38 5.9 2.13%
i’imbumh, PA 1 21 100.35 15.38 76.88 55 6. 8 ‘B3 24211 - 5.15%1 26478 1608 87 - B 110 1%
Portland, OR 2 2114853 51.80 -§580; 258 381 0 24 48 {608] B5HO% 26360 14 - 38 13 1072 2.40%
Roanoke, VA ‘ 2 2114566] 118.13F 14382 17 22 3 1N §26] 6R0%| 20023 13 7 (i) 8l 1.22%
: Selt take City, UT 2 2112154 4095) - 8568 15 48] 1119 -2 1463} 6.20% 23221 104) 62 8] 1008 3143%
Seattle, WA- - 3l - 4l Vanie] - 6044 - 101,18 iy - a)- 3010 89 - 2731 V7.I6Ry  -28308] MA.120 4 21 1028 2004}
St. Louls, MO 2 3i182508] ° 8570, 10084 7 ] 21} - 74 J078] 0.85% 20544 1225 ZM n B14]  283%
St. Paul, MN 2 21103.07 139 85.02 15 13 i1 55 - 3124 8.45% 8345 12.34 48 40 60.7] - 3.74%
51, Patarshurg, FL 21 411668.38 86571 15743 A4 48 24 204 11078 7.35% 21208 1019 14 62 8148 161%
Waco, TK . 2 21131774 6803 122710 18- 3 3 160 0] 6.85% 21070} - 8 4% - 3101 8Ll 8.37%
Washington, DC 4 4118058 80.69] 148.00 8] 1t6 47, - V5 3628] 950%| J3170] 2648 M!‘ 1 132 3.74%
Wichits, KS 2| a|sa.na| wies| vy 35| 88| Al 22| 40| tosox|  26088] 13| 27% | e8| . 380%
- | Winston Sslem HC { 4113837 ~7908] 12754 4} 1R 10 87 4111 B.60% 2387 12.89) ﬂq 18 B1.B 3.36%
- ’ ' -~ 18al81s aducstadguess,
Dmahe sent used b Lincaln,
Tulsa dale used S Muskopen,
IBﬂhnusanldlolfi Hardson,
I6cout Fally used for Fi. Nmimn.
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- 5 " BANKINOS for sachesltarin
) " Progrem Ralated Erltere - 6% ol oversil acare ) ‘ o RonPangtamn Coltarde - S3% ol ovensil acom
‘ ] ' MOA Mijor Platn fysar fWdghied
8385 93.85 8395 MBA  |merbers [aidme  JFTE fveage | C|Red CIaceRn loelege Jhveraps
1y isac |LP 15&C Division }tp 1568 mombars fcurrent Lighte  Qiunmaver fonnust -~ [BOMA fuskty [Ranwe  [Contol {utudenta of
Aathg ;iu‘mq Effact.  |Effect, Std. prad. Istattog |utatting fa ity [prindit.  [per wark pay fomt  {olte {Rack (43 [Wvicg |5 of pop. Jnm\lnp
Criteria weight 127%] V2% 5% 5% Ry 5%] 6% % B%|- 2% 2% 9% % N 3% - % 4%N] 100%
4Athinta, GA - 1. 8 ! .4 LI R R 12 4 < Y L T S8 18 g aag
APhoeniz, A7 - 5. & 131 i 5| iif diof . 8 201 - 1] 371 18] - 18] 14 0| 22 A1 M
< {8u. Petershurg, FL & 232 7 13 © 2 4 1 13 ] 23 18 ., N 10 2 270 18 221 1.1
~Hlouston, TX 5 L] 35| 24 nl 2 J 4 10 1 1 3N 14 28] 24 1h 42 l‘.‘ﬂ'
—--{Eenvu. Co § 1 "20 42 /] 5 M. 8 W R L] 33 13 5 i N J6] 1486
- [Waco, TX - 5| 6 Y 22 12 2 3 39 8 45 28} 1 B .8 - 45 5 1 Bn
~~}ftosncks, VA B 6| 11| 2 6f 6 8 3| 221 -a B 7 230 n e 4] uuf
—15t. Paul, MN 5 - 8] 37 it - 10 i 16 L1 24 B 21 I N 7 21 N 20) 171.13]
Muskoges, K L & P 8 6] 15 18 4 30 a1 2 1 2 kL] 3 411 1.
~ {indianapolis, N 5 IR 14 -41) T LI Y 12 23 ‘N 8 211 17| 36 B8 1 51 1738
Clavetand, GH 5 1 25 7 iy u 8 17 8| -2 12t 28f 28] AN 0] 2 4] 1754
St. Louis, MO Bl 25 11 12 1 2 27 18] 8 B 25) 28 201 39 13, 18] 33} 11w
Lincoln, NE 1 8 15 15 161 31} 4 K1 39 12 <1 R Y U a8 2 i1 182
V Salt Lake City, UT ] 8 ao 45 9] M A 21 N 19 g 1o 11 ] bf 24 6] 1826
- - Milwaukee, Wi b ] & 341 200 31 ¥ 24 28 26 13 23 N N i8] 18 3] e
Nashvilla, TN 5| .32]. q 17 14] 18f 18 21 19 20 2 N 15 34 18 4 18] 18.70
Louisvills, KY ) 8 4 26 8 1 Dl 18 at 30 Bl 1G] 34| 44 7 1 221 19.14
{iitile Rock, AR B 6 35 16 250 30| 28] 28| o4  mf as| s el 2| 3al 1 1s| 23]
Galimora MD | B[ 25 2 B - n| 2l 7 | 27 . 20 33y 20| 18| 18 12| 26| 31| 1825)
Pittsburgh, PA x b 8 a8 304 . 3| 28] a2 . 21 21 WY ] 25 2 | 28] 1851
™ [Dakland, CA 5] - 32§ 8 40 . B 8] 10 B F4 R 35 8] 4 22 25! 311 40 188
Winston Salam, NC 1 32 i 28 MR L B 14 al s} A 22 13] 22} 13 Y 18] 27§ 1pis
Manchestar, NIl _ 5 8 - 10 i N w N 41 4 10 42 H 3 421 M 131 1882
f_l!ﬁcagc. L S 8 L A I . . 1 2 5 N L s 40} 18 23 a8 | 108
Philadelphia, PA &l 2% -3 18] 28y 270 6 15 LI 16} 18] a8l 3] M 2l Q2 281 2087
Pogdand, OR - 5. 6 16 -43 28] 41 9 14 Y] 18 28 2 @ 4 8 1 a9l 2070
Hew Grleans, |A 35 { KY 25 4{ 151 ‘14 28 25 2 20 16 .8f 12 Bl N 248 2084
los Angeles, CA 34 W2 72 10 B 1 -2 ] L 2 28| . &Y 38] 8} 18] a8 Je) 81
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Frsgram Refeted Ciltors - T0% of aversi] acore Ken Pyagram Crterle - J0% of overs!l scars
. . ' "TT - [Praces Cyor  [Wolghned
- 18385 9195 . 83.95 MEA - [membar feiine’  JFTE Avvaps Aated . |ACCRA [Colage [Aversge
w  jusac [IP LSRG - Divisian [\» 1588 lmeodn Jincunent Uighte  homover {enmont  [BOMA jomly [Almanse  [Cortel latudents Jof
) Astivy [Reting |Effect.  |Fffect, Std. prod, [ueting Jststting Jmehy  Jurhdict,  [pir waek py et Joréte [Renk (34X living  {Welpop framtings |
~ [Criteria weight 1% 12% 5% 5% °  2%| 5B%] 5% 6% BR]  12%; 2% % 7% 0% %] 2%| - 4%] 100%
Jacksan, M§ Bl 28 18 - 2 321 00 320 35 41 19 14 5 3 15 kL] 10 191 2255
Boise, 10 | 8 19 8 421 4y Y 42 n \1 2] 32 25 -28; 18 Hy an
Hunitigion, WY _Bf By yiiy 4 CATy AR} - AZ] 0 A AY| 4] 34 8 3 N ] 0 8] 22.20} )
Buffala, NY . B 8 18 n as] 41 39 35| - 34 29‘ 27 200 36i- 28 NP ¥ 1 e
Washington, DC 4 32| B 22 Al 18] 20 1 1 6 W 427 45 4 M 21 243
Montgomery, AL 51 25 | k| ‘210 18- 22] 43 28 44 (K} j 8] n LA 8 10 242
Sexttls, WA % 32 26 KL ey 1) 221 1o i 11 45, _-35{ 30 1 W27 Ay 2434
 |Wichite, kS s 36 12| ] ol 3s] 3] 3| 38| 35| 36| 22| 28] 4 D T
{Des Moines, A Bl " 1] 4 44 44) 31 3} a3 18 W] 38 - 12 an] 26.16
Newark, NJ GEED U 18| 221 B 200 4 1 1l a1 a4 a2l 35 0| 4 ]| 5615
Columbia, SC - - ) a2 Nn 2l 130 -2y 26| 28 - 34 an 8 27| & KX 8 8] 12835
Honoluly, Hi 6l 32 42 3 30 A4 4} 18 <l 17 23 30] 43 18 3] 4 28] 2653
New York, NY <1 Y B0 I/ 3o 30 3} .3 6 23 451 A4] 0} 321 45] 141 88
Detrolt, MI s 32 441 35 LRI P/l w3 12 40 38 25 8 4 3 45] 26.69|
Albuguerqus, NM KT Y 1) 38 1 ¥ N 7 4 28 39 MW 1] W 18] - 29 11 BE2AL
Ft. Hartison, MY »| RN 45/ 3 45| 37 43 - 43 4“4 38 43 4 I N 43] 18 45 3278
Anchorage, AK ¥ N 40 20 23 W 44 M LX 21 44 43 38 M2 L 6

M3y



Caen s V - Stations Rankad GWm_ngrqm Relatad Criterla .

" RAMKINGS fur sach piiledn ) . .
Peagram Rolaisd Ciltere - 76% of ovarall ecor Non Program Ciltarts - 30°% of owasall woomm )
: , : . Cjusr M ' ] (T ey fetghied
= ¥ 8395 9385 8185 : MBA  lowmbans [aitia - FE Aveage N ACCRA [Colige JAcerge ‘
) e jusac P 1S&E - Bivision Jip 1$S3C  |rumben {lcunsst flighte  Jrrmoww Jenust jBosIA Durkty |Mmonac . JCostol {dudumy Jof
; _ Mating {Retng |Effact.  [Effact . | Std.prod. [inifing |atatfing fncity  [lhidicr. [oor waeh losy tont” folbfe TRk (34D |y 18 of pop. JRenkings

. [Ciiteria waight - § 12%] 12%] . B%| 5% 2%] B%| S%| 6% 6%| - 12% 1 1 - Ty %

" —{ftants, GA 4 8] . 1] L sl vl - ap o azp 4 | 3] a3 4] e[ 18] 3] 376
~{Phaeniy, A2 6| -8 ~ nw .7 s wul vl e 20 w0l 3zl el sl sal 20l 220 a4l s35p
~JHouston, TX s 6| - 3|  4f - | 2 . 3 4 10 N 3l 4) 26] - 24| 18] 42 ee2

~ ~Hlenvr, €O B 28| 42 38| s| 7| e _w| of vel 33 3] s | aif 'asi’v_ﬂii

, Dekland, CA B[ a32{ - 8] .4l 8 8 w0 & 2 al 35| 40| A 22 %] 37f  40] 866

. _{Claveland, OH - 5l 25 Fr I B D 8] 22| a2y 28] 28] 321 - w| 32| 44l e13
St Petosburg, FL | 6| 92| I R D B R E 5] . 23] 18 v 1ol 2 ) w22 8w
Chicagn, 1L T | T | Y] T B I B G DO T T T I B Y Y

_S1. Paul, MN 5 8 a7 Y /- 71 we| 1ol o m| sk ol w| w2l 22| -uf 200 1036 L
St. Louis, MO . 6| 25 o w2l w2 c27) el 18} .. 8] - 25| 28] 20) 38| 13| 18} - 3o 103 oo
Indlanapolis, IN s 1| w4t B 4 v v | ) 8 2 v def 0 el w3l asp way
Philadelphia, PA_ 6| 25 | 28] w| e s v 16, 18] 38l B 4 2| 4 8 121}

" IMuskagee, K 3 I T D - R T T T 1 O T G T E IR
* los Angeles, CA T . 1| . 2l sf 1| 2| |- a| 38 18] 16|  38{ 38] 1165
_|Roanoks, VA - B| 6 i 2l - 6 sl s} -39 221 4] 5 ] -1 3 8 a4 1ter

 ZManchester, Wit © . | -5 6 10 fl 1 w4 4| 8 4] a2 M o) 9 2] 34 193] 1188

Daltimore, M0 5| 25 - 6 0w @] | 21| 20] w2 8| te] 12l 268 ] eyl
Waca, TX ‘ 6 . 6 P P I O O O I O D D I _1"2351
- |PusbueghPA” - ) 8| 6 aal - 3ol . 38) 35| aa|  al| 21| 1af 4] | 3wl v 3l 3 28] 1282
lovisvile, KY .. -} 6| B 4. 280 34| 27| 2. 8| - 3] 0 6] w6 % 4 1 A 2 nn
Nashvillo, TH Bl 32 ] Y T T ) I X T T T T I . T BT
 |Newark, RS Bl 25 27 18 220 50 200 0 4] 0 1:_1 ALl A4 42 3] - 4] A 3] g
- |Portland, OR K| 8 a8f & -l w| 3o) val - 28| tef 29 24 2e| 4| of 3¥ a3l um
Milwaukee, Wl 6. af 8l - as) . | 33| 38| 2| [ 2] W 21 -1l el 23] s
Washington, D a4 %, e ~ w| - 4 18 20 "7 6 29 4l 45) 00 A ARl 1an
SaltlakaCity, UT |- 6/ 8 _ 30| - a5 L I L T 18] o o 1| o | ] 5] wus

- | Winston Salem, NG . 32 4 10 8| 14 3t o a2f f ol 2 wl ] M 1] usip

“|tinle Rock, AR B) - 6 38 . 18|~ 25] a0 28] 6] 34| 3 -5 e of 2| a4l A s} ) -

 Pagadt



Statlons ﬂgnkéd,{i};‘wm Program Relatad Crlterla

PANMINGS Tar sachcrltesln ) ] »
Peogram Balaind Critern- 70% oY ovarall nedre Non¥rogram Critesla . 30% ol ovarsiiszore
: o ‘ ) [MB& Msjsr iﬂu‘u ' yor  Weghtad
9366 8395 8385 . MeA ,lmmhn sifoe  PFTE - [Avsage Aaind ACTRA [Colge  JAverage
[tl’ tsac JLP “WSKE | Divislen [1r LSAC  {mambers linv.lrm! Mighs  Jumovw fsnnuel  1BOMA  [Quekty [Mbmamee  {Cortof atudents Jol
Yaong laeting |Effect,  }Effect. Std. prod. [uatfing Jetaiting Jln ey Jjuidict, [por weed 3] ant  JolEe [Ruek (4N |hing . [%elgep JRankivgs
. Criteria weight 12%1 12%] - 5% 5% CO2R] 5% 8% 8% 6% 1% . ' 1%
~ {New Oileans, LA 35 | M 2 40 5] W 8 25 25 20 16 8 12 38 1] . 24) 1676
Seattle, WA © 3 2 26 4 - ) 1 224 10} 151 111- 451 kL] | R W X 43y 6y
. |New Yok NY 35 12 33 8 3] 3o J 3 5 23 45]  44] 24| - I 46 14] 15488
 linceln, NE 1 8 15 15 15| 31 41 37 38 42 3 1 1 20 38 2 i1 1814
|Balss, 1D . | 8 16 8 42f 4 N 2| 42 33J L 12 37 1% 18 2 ‘N IB.IBJ
Buffals, NY 5 8| i8] 3 - 381 M 38 38 34 r] N 4 201 38| 28 Z1 3k 1] e
{vhichita, KS 6] 25 12 B 9] M N A K}l 221 20 43 i 14 16j 1868
tonoluly, 1] Bl 32 41 i . 411 AYl A 18 K] 11 3 30 43 18 28 40 8 17.1h
Datroit, A B N2 41| - 15 37 L1 8 2 1 |QJ 4D 38 25 8 14 3 45} 1767
- |Des Molnes, IA 5 1 44 44 M W 3 9 83 36 7 18 1| 38| 37 12 30§ 1758
Jacksoa, M8 6 25 L X 320 30 30[ 3w 4 39 14 § 3 | 3 iof e8] 1003
tluntington, WV 5 8 28 [L] 4 44 4 43 45 43 k1] 8f 3} A3 28 23 g8 1803
Montgomery, AL Bl 16 32 a8} 27 1} 22 43 8] M 13 3 18] ¥ 41 8 10} 1808
Calumbla, SC I5) - 42 31 11 -1 21 2] 8 3 7 H 8 21 45 a3 8! a] 2086]
Albuquerque, NM .- | 35| 32 2| B 17| ] W - 77p 4] 2] 38] 4l 12l 10 8 W ul-nun
Anchorage, AX ] 324 . . 40 0 23 3 M 34 43 27 44 {31 I8 482 44 41 §] 134
Ft, Harrlson, MT 351 74 0 46 37 450 37f A43] - 43 44 3B} 41 o) 3y N 43 i 45

Page 12

2662}



- I | . . , , %820

¢ a8eq

%050

» e AEUOTSTOH N /2

o uao_xrog stile| ' 991A19G SUROT pue
‘ Amc_mmmo.o#_ ueoT jo uonnquisip pasodoud




Appendlx H
Recommended RLCs and alternates

Mid-Atlantic

Roanoke, VA

Alternate - Winston-Salem, NC

Roanoke ranks seven and is by far the hlghest ranking station in the mxd Atlantic region.

Winston-Salem ranks 22, just after Baltimore at 19. Winston-Salem is a better alternate
due to larger staff and their experience in developing labor-saving apphcatlons such as
their: ehglblhty procesamg program.

Southeast

Atlanta, GA

Alternate - St. Petersburg, FL,

Atlanta ranks first and is especially attractive because it is a major transportation hub thh
the country's highest concentration of mortgage bankers. Atlanta has also been the most
productlve Loan Guaranty operation for the last few years. .

Gulf States

Houston, TX

Alternates - Waco, TX, New Orleans, LA .-

‘Houston ranks fourth and is the highest rated station in this area. It has hxstonca y had a

- stable and productive workforce. Waco ranks sixth. New Orleans is an alternate because
" of the outstanding job they have done in developing a LAN for loan semcmg, which is

- . being exported to other offices.

Southwest
Phoemx AZ
Alternate ‘Oakl and CA

Phoemx is the second hxghest ranked locanon Oakland ranks hlgher than Los Anoel

~ South Ceéntral & Nor'thwest B
Denver, CO
Altemate -Muskogee OK

Denver ranks fifth, the highest in this a area. It had jurisdiction in two states and has already‘ :
taken over loan servicing for five other states. Muskogee ranks ninth but is not nearly as
accessible as Denver for lender and servicer training. -



' East Cehtral
Cleveland, OH |
Alternate - Indianapolis, IN =

Cleveland ranks one lower than Indianapolis, but has a large staff and has already
successfully incorporated Michigan loan servrcmg Indranapohs has been approved asa
portfolio loan consolidation site under a separate initiative. ‘

West.Central
St. Paul MN '
AJtemates St Louis, MO, meoln NE

St. Paul is ranked ei ighth. An RLC there will make use of personne] with financial and
analytical ability who currently work on the Insurance Program, which is being:
consolidated in Philadelphia. St. Louis ranks 12th. Lincoln ranks 13th and is the highest
rated small station. However it would be drfﬁcult to create a centralrzed site with a core .

ofj _]USt srx people

Northeast .
Manchester, NH
Alternate - none

Manchester ranked 23rd overall and 16th on progra.m specrﬁc criteria. It 18 already a -
consolidated site with a history of success in provrdmg service to six states with complex -
foreclosure laws which complicate loan servrcmg In addition, there are a large number of
lenders who require training.. Such trammg is currently bemg provided in the six-state
region by the Manchester RO. :

Pé.ge 34



