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“There is only one boss. The customer.
And he can fire everybody in the com-
pany from the chairman on down, sim-
ply by taking his business somewhere
else.”—Sam Walton

Analyze the problem with
the help of the customer
A large wholesale lender was faced
with a dilemma. Their volume had
dropped sharply over the past year
and the rate of decline of their vol-
ume and their percentage of pur-
chase money business were
dramatically lower than industry av-
erages. Their account executive (AE)
productivity had also fallen below in-
dustry averages.  

The lender decided to take a
unique approach to address their
problems. Instead of taking the tradi-
tional approach of internally focusing
first on operations, product offerings,

etc., and the lender chose to ask their
customers to identify key issues and
improvement opportunities and then
utilize the feedback to transform
their company. The first primary issue
to address was to identify who their
“true” customers were. Traditionally,
most wholesale lenders focus on bro-
ker owners and management as their
customers but in actuality, the pri-
mary “customers” for wholesale
lenders are the broker’s loan officers
and processors. Therefore, the lender
designed an electronic survey that
targeted loan officers and processors
in addition to broker management.

The results of the survey had a
cathartic impact on the lender’s per-
ception of their business model and
operations. First, the company
learned they had a lot of loyal clients
who truly cared about helping the
lender improve demonstrated by a

very high survey response rate of over
35 percent. They learned that al-
though their pricing was considered
competitive, their average broker
capture rate (known as “share of wal-
let) was less than 20 percent. There
were several root cause issues that
were limiting their ability to do more
business with their clients. First,
clients ranked customer service and
support as the most important attrib-
ute when selecting lenders to do busi-
ness with; and they rated the lender
as only average in this area. Second,
the lender’s technology that was used
by their clients lagged behind their
competitors because clients felt it was
“difficult to submit and price loans
using their technology platform.” The
lender learned that their submission,
underwriting and loan file condition-
ing processes were confusing to their
customers. They also learned that
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that although brokers considered the
account executive relationship as one
of the most important drivers for
doing business, their account execu-
tives lacked the appropriate produc-
tivity management tools to enable
them to touch base with as many cus-
tomers as some of their competitors. 

One survey respondent’s feedback
succinctly identified overall client
perception of the lender. The respon-
dent said:

“Usually when these types of  surveys
come out a company is looking at what
is wrong and trying to fix things. First,
you need the technology piece that
makes it easy for brokers to send you
loans, as I know processors they will
originate the loan where it is easiest to
do so. Your system is very cluttered and
difficult. Second you need consistency
in underwriting, it seems underwriters
are too much on their own, and need
management over site and structure.
Improve your file flow and build con-
sistency in your underwriting. Once
this is running, 110 percent business
will come to you and employees, and
account execs will have confidence
while further builds business. Love you
guys, hope things are well.”

The company used the initial im-
pressions gathered from the broker
surveys to perform their own quanti-
tative and qualitative internal analy-
sis and identify several additional
improvement opportunities that

needed to be addressed. One key im-
provement opportunity that was identi-
fied was to focus more on account
penetration and less on adding more
brokers as only 10 percent of their
clients were funding two or more loans
per month and the majority of their
clients had only one loan officer sub-
mitting loans. Another important inter-
nal finding was that loan file
conditioning was inconsistent as the
number of conditions per loan file var-
ied widely depending on who the un-
derwriter was that reviewed the file.

Identify transformation
critical success factors
The assessment identified several criti-
cal success factors for the lender to focus
on addressing:

l Offer better technology to improve cus-
tomer experience and productivity.

l Provide comprehensive customer
support focused on all aspects of the
customer experience including tech-
nology utilization, account manage-
ment and pipeline management.

l Streamline and standardize submis-
sion and underwriting processes fo-
cused on consistent conditions
generation and loan file decisioning.

l Get back to basics and provide sales
effectiveness training to account ex-
ecutives geared towards selling to
loan officers and processors and im-
plement a comprehensive CRM plat-
form to improve account executive
productivity.

l Enhance and expand metrics man-
agement to drive continuous im-
provement and provide more real
time data to improve decision-
making. 

Don’t implement 
changes … transform
The lender realized that they did not
have time to implement incremental
changes to their business and hope for
the best, they needed to implement
several initiatives concurrently. There-
fore their executive team managed the
implementation of all initiatives as
one large transformation program.
The transformation program included
the concurrent implementation of sev-
eral projects: 

l Launched a new technology plat-
form with a primary focus of pro-
viding better client facing
functionality in the areas of pric-
ing, automated underwriting, doc-
ument submission and pipeline
management.

l The lender implemented several
improvements to underwriting
processes and procedures begin-
ning with using the technology
platform’s comprehensive auto-
mated underwriting system (AUS)
engine to automatically generate
rules based conditions for the ma-
jority of all conditions that were to
be generated on a loan file. In ad-
dition, the lender implemented
weekly underwriting training for

“Lenders should focus on identifying improvement
opportunities by first asking their customers. Because at the
end of the day without customers, you have no business.”
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underwriters, account managers
and account executives to help
drive consistency in underwriting
and improve the knowledge of ac-
count managers and account exec-
utives regarding loan file
conditioning.  

l The lender implemented compre-
hensive customer management
and support processes including
instant chat functionality for cus-
tomers to get immediate response
from the lender whether the issue
is technology or loan file related. 

l The lender conducted sales effec-
tiveness training for their account
executives which emphasized inter-
personal sales skills and techniques
focused on selling to loan officers
and processors.  In addition, the
lender implemented business de-
velopment activity targets and met-
rics for the number of client visits,
phone calls and e-mails that drive
business development success. The
lender became one of the first
wholesale lenders to implement a
robust CRM platform to track ac-
count executive activities and
streamline marketing and prospect-
ing activities in order to drive pro-

ductivity improvement for their ac-
count executives.

l Last but not least, the lender im-
plemented a comprehensive busi-
ness intelligence metrics
management platform and inte-
grated the business intelligence
platform with the new loan origi-
nation system and the CRM to pro-
vide real-time information that
could be used to drive productivity
and timely decision-making.

The transformation 
results
The performance improvement of the
lender after the completion of the
transformation program was dramatic:

l Quarterly origination volume grew
23 percent as compared to a 10
percent decrease in origination
volume for the industry using the
same quarterly time periods.

l Average AE productivity increased
by 30 percent during the same
time period.

l Lender efficiency, as measured by
loans per FTE, is 45 percent higher
versus the average for other
lenders in same peer group (simi-

lar sized lenders in the wholesale
channel).

Conclusion 
Lenders should focus on identifying
improvement opportunities by first
asking their customers. Because at
the end of the day without cus-
tomers, you have no business. Most
lenders make the mistake of not tak-
ing the time to gather customer
feedback when prioritizing improve-
ment initiatives. In addition, dra-
matic improvement cannot happen
one initiative at a time because com-
panies are like humans, each part
must work at an optimal level or it
impacts other parts of the organiza-
tion. Therefore, true transformation
must be managed as one large pro-
gram, not as a collection of inde-
pendent improvement initiatives.
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