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Background 

The Nevada Affordable Housing Assistance Corporation (NAHAC) is the "Eligible Entity" pursuant to the 

HFA Participation Agreement entered into by the United States Department of Treasury, the Nevada 

Housing Division (NHD) and NAHAC to provide foreclosure prevention services, implementing the 

Hardest Hit Funds Program® (HHF). 

The primary goal of NAHAC, is to disseminate the remaining Treasury allocations (approximately $78.9 

million) by December 31, 2020, which marks the end of the HHF Program. A major step in reaching this 

goal is to make more Nevada homeownerǎ ŀǿŀǊŜ ƻŦ ǘƘŜ IIC ǇǊƻƎǊŀƳΩǎ ŜȄƛǎǘŜƴŎŜ ǎƻ ǘƘŀǘ ƳƻǊŜ 

homeowners will apply for program funding. In general, this awareness process can be accomplished by 

the introduction of any number of marketing methods such as television advertising, community 

outreach, press releases, etc.   

NAHAC currently utilizes disjoint automated software applications and service providers to accomplish 

its mission.  These systems and providers include the following: 

System Software or Application Hosting Location 

Office email system Microsoft Office 365 Microsoft Cloud Server 

Office software systems 
MS Word, MS Excel, etc) 

Microsoft Office 2010 On-premise (Terminal Server) 

Office file system NA On-premise storage 

HHF Homeowner document 
management 

NMAS Virtual Server 

Homeowner contact 
management 

Credit.org (in-house system) Credit.org 

NAHAC website NA BRAINTRUST virtual server 
environment 

Currently, there are changes taking place to the NAHAC Information Technology (IT) environment which 

will greatly assist NAHAC in accomplishing its mission while allowing NAHAC to benefit from increased 

staff efficiency and team collaboration. 

In February 2017, NAHAC received approval from its Board of Directors to move forward with the 

development of the Nevada Mortgage Assistance System (NMAS).  NMAS automates the end-to-end 

workflow process used by NAHAC to qualify homeowners, counsel homeowners, collect homeowner 

documents, process homeowner applications, and award or deny funding based on NAHAC program 

criteria.  Phase 1 of the NMAS system went live on July 3rd, 2017. Phase 2 of the NMAS system, which 

mainly includes the Treasury reporting modules will be completed in early October 2017. 
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NAHAC is also in the process of combining its office software and file systems with its office email 

ǎȅǎǘŜƳ ŀǎ ŀ ǇŀǊǘ ƻŦ b!I!/Ωǎ aƛŎǊƻǎƻŦǘ hŦŦƛŎŜ 365 cloud-based office environment. 

The NAHAC public website has been ǊŜŘŜǎƛƎƴŜŘ ŀǎ ŀ ǇŀǊǘ ƻŦ b!I!/Ωǎ ŜŦŦƻǊǘǎ ǘƻ ƛƴŎǊŜŀǎŜ ƛǘǎ ŎǳǎǘƻƳŜǊ 

base by means of a consolidated marketing effort. 

Along with the development of NMAS, NAHAC is considering making modifications to the front-end 

work flow sub-processes (which includes prequalification, intake an-d document collection/processing) 

to reduce costs, improve efficiencies and to create an environment of collaboration between NAHAC 

staff and partner organizations.  Currently the document collection/processing sub-process has been 

relocated in-house as a part of NMAS. 

b!I!/Ωǎ ƴŜŀǊ ŦǳǘǳǊŜ IT environment will consist of the following systems and providers: 

System Software or Application Hosting Location 

Office software & file systems Microsoft Office 365 (SharePoint, 
MS Word, MS Excel, etc) 

Microsoft Cloud Server 

HHF Homeowner document 
management & automated 
workflow system 

NMAS Rackspace Virtual Server 
environment 

Homeowner contact 
management system 

Clarity Connect Cloud-based environment 

NAHAC public website NA BRAINTRUST virtual server 
environment 

NAHAC will integrate portions of these systems where possible to streamline its operation and increase 

staff productivity.    
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Current Front-end Processing Environment 

To manage its funding allocations and accomplish its primary goal, NAHAC has implemented a front-end 

workflow process that begins with the initial call from a Nevada homeowner via an 800 number to the 

credit.org call center or face-to-face homeowner intake sessions with licensed Housing and Urban 

Development Housing Counseling Agencies (HCAs).  The front-end workflow process ends when NAHAC 

receives a complete homeowner package via fax, email or mail. 

NAHAC has contracted with credit.org to provide services to homeowners on behalf of NAHAC via 

homeowner telephone calls to the credit.org call center facility. As a NAHAC vendor, credit.org is 

contracted to provide homeowner services which include answering homeowner general questions, 

conducting homeowner Triage (pre-qualification questionnaire) to see if a homeowner may qualify for 

funding under one of the NAHAC programs, and homeowner application processing (intake processing) 

for qualified homeowners, (see Table 1).  The term of this contract is from June 19, 2017 to October 31, 

2017.  Under this contract, the previously provided Document Collection and Processing Services 

provided by credit.org, have been transferred to NAHAC and are now incorporated in the NMAS system. 

Call Center 

Support and 

Triage 

Processing 

1. Contractor will answer all incoming calls to 

the NAHAC designated 800# from 8a to 5p 

PST Monday through Friday excluding all 

Contractor Holidayôs and weekends.   

2. Contractor will, as applicable and to the 

extent information to contractor is available, 

answer general caller inquiries and for all 

others, as needed, coordinate with NAHAC 

personnel transfer of inquiry.   

3. For new homeowners calling for NAHAC 

program eligibility, Contractor will perform 

Triage Services, collecting Homeowner 

responses to the general criteria questions 

(promulgated by and through NAHAC) for 

the express purpose of determining general 

NAHAC program eligibility utilizing the 

NAHAC designated workflow system, 

NMAS.  Using the system provided results 

and agreed upon scripting, if the 

Homeowner does not meet the general 

eligibility criteria Contractor will verbally 

advise them of this fact including the 

reason(s) they do not meet program criteria. 

If the Homeowner meets the general 

NAHAC Program eligibility, Contractor 

will invite the homeowner to complete the 

1. Monthly, $5.50 per call    

Credit.org Contracted Services 

Services  Description  Rates  
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application session, either on-demand or 

alternative time.    

 

Application 

/Counseling   

1) Homeowners that have been determined 
generally eligible and qualified for a 
NAHAC Program will be invited to 
complete the application session.  
Contractor shall obtain general and 
program specific information from the 
Homeowner as required in determining 
NAHAC Program eligibility. Contractor 
shall perform a NAHAC Program 
ŀǇǇƭƛŎŀǘƛƻƴ ǿƛǘƘƛƴ b!I!/Ωǎ ƻǇŜǊŀǘƛƻƴŀƭ 
system.  Once the system application is 
completed, contractor will advise 
homeowner of system generated program 
eligibility and provide Homeowner with 
results and if eligible, provide general 
overview of next steps.   
o Once the application process is 
ŎƻƳǇƭŜǘŜŘΣ ŎƻƴǘǊŀŎǘƻǊΩǎ ǊƻƭŜ ƛǎ 
considered complete and the NAHAC 
system and or direct personnel are 
responsible for all next steps with the 
homeowner.   

4. Springboard Solutions will perform 

outreach process for unsuccessful 

application outreach (incomplete 

counseling sessions) as outlined in 

ά{ŎƘŜŘǳƭŜ .έ 

1) $85.00 Per completed application   
Direct reimbursement for any mail 

related charges 

Document 

Collection and 

Processing 

1. CŀŎƛƭƛǘŀǘŜ ǊŜŎŜƛǇǘ ƻŦ b!I!/Ωǎ ƛƴƛǘƛŀƭ 
required client document package (Exhibit 
A) for files in process with 33 percent or 
more documents collected.  
o Answer client questions and perform, 

as needed, several client follow up 
telephone calls and email 
communications for incomplete, 
incorrect or outstanding documents. 

o For inactive or unresponsive clients, 
enable at least 3 out-bound calls 
and/or email follow up attempts per 
client within 15 days of application 
complete date. 

1. $150 per completed file. When the 
file is 75% completed, 75% of the fee 
in the amount of $112.50 will be 
paid. The remainder of the fee, 
$37.50, will be paid when 100% of 
requested documents and data are 
received.   

2. A file is deemed 75% complete when 
the documents and data identified 
ƻƴ ά{ŎƘŜŘǳƭŜ !-мέ ǘƻ ǘƘƛǎ 9ȄƘƛōƛǘ ! 
are received and in the file.  

3. No later than July 21, 2017, 
Springboard Solutions will provide all 
remaining client documents to 
NAHAC. NAHAC will pay Springboard 
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o Initiate file closure as incomplete or 
withdraw status in NMAS at: 
a. Clients verbal or written request;  
b. No contact, response or client 

activity within 7 business days of 
requests and/or messages to 
submit documentation. 

2. Update NMAS notes relative to work 
performed.  

3. Ensure packet is completed in NMAS 
Initiate file 

o  

Solutions for all files at or above 75% 
ŎƻƳǇƭŜǘƛƻƴ ŀǎ ŘŜŦƛƴŜŘ ƛƴ ά{ŎƘŜŘǳƭŜ 
A-мΦέ 

4. NAHAC will not be charged for any 
files below 75% completion as 
ŘŜŦƛƴŜŘ ƛƴ ά{ŎƘŜŘǳƭŜ !-мΦέ 

2)  

   

Program 
Management 
Services.  

1) Management oversight and administration 
by Contractor in overseeing, directing and 
supporting assigned work under this SOW.   

1. Supervisor/Manager at a rate of $35 
per hour and   Director/Executive, 
$75 per hour  
o Any amounts/hours exceeding 

below require prior NAHAC 
written approval 
1. July, $3,500 

o August-October, not 
to exceed a total of 
20 Hours (not to 
exceed up to 15 
hours for 
Supervisor/Manager, 
not to exceed 5 
hours for 
Director/Executive) 
Hours will be tracked 
and a written report 
provided monthly. 

Training  1) Coordinate the training and change 
management for all program and term 
sheet changes.  

1. Training session of $1,500 for 
current changes or system change, 
up to 12 hours of training, including 
manager and staff time.  

   

 

It should be noted that a set fee increase of $5000 per month has been added to this services 

agreement to cover supervisor and manager/executive services costs. 

 

Credit.org Contracted Services (continued) 

Table 1 
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As a NAHAC vendor, HCAs provide similar services to that of credit.org on behalf of NAHAC but provide 

these services in conjunction with other (non-NAHAC) program offerings. The HCAs are currently 

working under a contract that provides compensation to HCA organizations for providing services to 

homeowners under a 3-Tier service structure (see Figure 1).  A maximum compensation of $500 can be 

earned by an HCA for providing completed services to a single homeowner under all 3 tiers. 

Problem Statement 

There are multiple problems with the current method by which NAHAC vendors provide their front-end 

processing services to homeowners on behalf of NAHAC.  These problems include: 

¶ Under the new Services Contract with credit.org, beginning in July 2017, credit.org no longer 

provides Document Collection and Processing Services. These services have been moved in-house 

and are now integrated into the NMAS system (see Chart 1).  Although the cost of this service has 

been eliminated, the cost for both Calls Received and Pre-Eligibility Services have increased. For 

August 2017 the cost of these two services is $22,281. As NAHAC implements a comprehensive 

marketing plan, it is estimated that the cost of these two services could increase to over $67,000. A 

monthly fee of $5000 has also been added to the Services Contract to cover supervisor and 

manager/executive services costs. 

 

Figure 1 
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¶ ¢ƘŜ ǎŜǊǾƛŎŜǎ ǇǊƻǾƛŘŜŘ ōȅ ǘƘŜ I/!Ωǎ ƻƴ ōŜƘŀƭŦ ƻŦ b!I!/ ŀǊŜ ǳǎǳŀƭƭȅ ŎƻƴŘǳŎǘŜŘ ŘǳǊƛƴƎ ŦŀŎŜ-to-face 

sessions with homeowners.  Although conducting these services via face-to-face sessions is very 

ƘŜƭǇŦǳƭ ǘƻ ǘƘŜ ƘƻƳŜƻǿƴŜǊǎΣ ƛǘ ǎƭƻǿǎ b!I!/Ωǎ ŦǊƻƴǘ-end workflow process tremendously which 

results in longer lead times for NAHAC to receive the homeowner files so that it can begin 

processing. Additionally, HCAs have less resources than credit.org and therefore process a much 

smaller volume of homeowner files. 

¶ NAHAC management is responsible for controlling the costs as it relates to the contracted services 

that the vendors of the front-end processing service provide. NAHAC has no means of collecting 

real-time data from vendors to verify what quantity of services (for example how many calls are 

coming into the credit.org call center) that NAHAC is paying for.  Although NAHAC can produce Call 

Center reports from NMAS, these are not real-time reports and are usually produced monthly to 

calculate and verify vendor monthly costs.  

¶ It is not possible for NAHAC to monitor the quality of the conversations being conducted between 

the credit.org representatives and the homeowners. The ability to monitor calls is one of the basic 

capabilities required by the managers of customer contact center systems. 

¶ NAHAC now utilizes staff to provide Document Collection and Processing Services.  These staff 

personnel cannot be utilized for other Call Center related activities. 

¶ NAHAC has no way of storing and retrieving actual voice recordings and call data that can address 

Treasury compliance and audit issues. 

¶ NAHAC has been criticized for outsourcing front-end processing services to a vendor outside of 

Nevada. 

Chart 1 
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The Solution 

To address the rising costs of and lack of control over front-end processing, it appears to be more cost 

effective for NAHAC to bring the remainder of the front-end processing services, including the 

homeowner prequalification services and the homeowner intake processing services, in-house. Bringing 

these services in-house will accomplish the following: 

¶ NAHAC will be able to provide Call Center services equal to that of credit.org at less costs 

¶ NAHAC will be able to Manage Call Center systems such as call quality control, call routing 

management, call conversation archiving and receive real-time call statistics 

¶ NAHAC will be able to provide better coordination between its Call Center, which will provide  

Pre-qualification and Intake Services, and the rest of the services that are a part of the NAHAC 

workflow processes. 

¶ NAHAC will require additional personnel to directly support the Call Center but also has the 

flexibility of utilizing existing Document Collection and Processing Services staff that can rotate into 

Call Center Representative positions when required.  Being able to take on dual roles results in a 

more flexible NAHAC work environment and better use of NAHAC staff assets.  

¶ NAHAC has already identified and prepared office space within the existing complex to house up to 

an 8-man Call Center.  This can be accomplished without increasing rental space costs. 

¶ NAHAC will be able to build integration between the Call Center system and NMAS which will allow 

other NAHAC staff personnel access to information on previous communications that have taken 

place with homeowners.  

¶ NAHAC will be able to keep money currently sent to support a California business entity in Nevada. 

To accomplish this NAHAC will require the addition of customer contact center staff and an automated 

system to assist in managing the customer contact environment. 

The following analysis compares the costs associated with leaving the current front-end processes in 

place versus NAHAC bringing these services in-house. 
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The Analysis Baseline 

Based on NAHAC funding goals, it is projected that funding allocations will be exhausted by January 

2020. This analysis will include front-end cost projections covering a 29-month period (September 2017 

ς January 2020) (see Table 2). 

To calculate the current costs of front-end processing services, this analysis had to project the number 

of calls that would be received by the b!I!/ ǾŜƴŘƻǊΩǎ customer call center and the number of 

applications processed (intake) by the vendors (see Table 3), all based on the established NAHAC 

funding goals identified in Table 2.  Actual data for a 3-month period from June 2017 thru August 2017 

plus the projected data for September 2017 and October 2017 were used to project the values for each 

of these categories as a part of this analysis.   

 

Table 2 
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Table 3 
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Front-end Processing Cost Projections ς (Vendor Provided Services) 

Under the current Statement of Work, credit.org performs and is compensated for providing three (3) of 
four (4) front end processing services (see Table 1). Based on the compensation criteria shown in Table 1 
and the projected count of calls received and files processed shown in Table 3, we can project the 
monthly compensation that would be paid to credit.org over the 29-month analysis period. 

Under the current 3-Tiered structure, HCAs are compensated for providing homeowner services on 
behalf of NAHAC. Based on the NAHAC projected funding goals and the amount of compensation earned 
by HCAs over a 3-month period (June 2017 thru August 2017, we can project the monthly compensation 
that would be paid to the HCAs over the 29-month analysis period.  Additionally, an HCA Board has been 
ŜǎǘŀōƭƛǎƘŜŘ ǿƘƛŎƘ ǿƛƭƭ ŀŎǘ ŀǎ ŀƴ ƛƴǘŜǊŦŀŎŜ ōŜǘǿŜŜƴ ǘƘŜ I/!Ωǎ ŀƴŘ b!I!/Φ ¢ƘŜ Ŏƻǎǘ ƻŦ ǘƘƛǎ .ƻŀǊŘ ƛǎ ǎŜǘ ŀǘ 
$5,000 per HCA per year.   

Table 4 shows the projections for front-end processing services that would be paid to both credit.org 
and the HCAs for the analysis period (September 2017 thru January 2020). 

 

Table 4 
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Front-end Processing Cost Projections ς (NAHAC in-house process) 

Under this cost projection, NAHAC would bring all front-end processing services, including the 
homeowner prequalification services and the homeowner intake processing services in-house. The 

Table 5 


