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What Works in Foreclosure Counseling:

Results from a Study of Five Baltimore Agencies
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Introduction to Study

Å Commissioned by BHPC, funded by the Open Society 

Institute and conducted by Abt Associates.

Å Goal was to identify how variations in approaches to 

foreclosure counseling are associated with likelihood of 

positive outcomes for clients.

Å Focus on five Baltimore counseling agencies:

ï Belair-Edison Neighborhoods, Inc.

ï Druid Heights Community Development Corporation

ï Neighborhood Housing Services of Baltimore

ï Southeast Community Development Corporation

ï St. Ambrose Housing Aid Center



4

Study Data Sources

Å Interviews with counselors to understand each agencyôs 
overall approach.

Å In-depth review of 10-12 client cases per agency.

» Most clients received counseling in late summer and 

fall of 2009.

» Majority earned less that $60k/year.

» Average credit score ranged from 518 to 594.

» Most clients 1 to 4 months delinquent with foreclosure 

not initiated, but all agencies had some current clients 

and some in foreclosure.
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Similarities in the Counseling Process Across 

Agencies

ÅProcess for client intake and initial counseling session 

were fairly similar across agencies 

ÅMost notable differences were evident in approaches to 

ongoing case management

ÅAcross all agencies generally no follow-up after initial 

resolutionðalthough one agency had initiated small scale 

effort using volunteers
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Client Intake

ÅRole of intake staff:

ïCollect basic information from clients about their situation.

ïInform clients of the steps they need to take before the first counseling 

session.

ïProvide client with information about the loss-mitigation process and the 

forms required to proceed with counseling (the ñintake packetò).

ÅKey Variations:

ïWhether intake is used to direct clients to different services ïcounseling 

or legal assistance.

ïWhether staff follow up with clients who go through intake but do not 

complete the intake packet or miss their counseling appointment.

ïWhether clients are directed to a group education session as the first 

step before individual counseling. 
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Initial Counseling Session

ÅAll 5 agencies in study take a similar approach to the initial 
counseling session: 

ïRequire clients to complete the intake packet with 
authorization forms, budget information, hardship reason, 
and copies of key financial documents.

ïConduct an in-depth review of the clientôs level of 
delinquency, mortgage type, budget, and goals.

ïPresent possible loss-mitigation options to client and 
review steps that need to be taken.

ïCall the servicer (with client present) to initiate discussion 
of eligibility for loan modification or other options.

ÅCommon approach across agencies likely influenced by 
requirements for Level 2 funding from NeighborWorks
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Ongoing Case Management

ÅTwo different approaches to ongoing case management

ÅñCoachingò approach: 

ïClient is expected to drive the process.

ïClient follows up with servicer.

ïClient contacts the counselor for help as needed.

ÅñAdvocacyò approach:

ïCounselor actively manages the clientôs case.

ïCounselor follows up with servicer on clientôs behalf.

ïCounselor follows up with the client to keep process 

moving.
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Case Management Approach and Service Delivery

Agency 1 2 3 4 5

Case management 

approach
Advocacy

Coaching/

Advocacy

Coaching/

Advocacy
Coaching Coaching

Agency-Initiated 

Interactions with 

Lender

4.5 4.7 3.5 3.0 0.3

Agency-Initiated 

Interactions with Client
7.4 3.9 4.2 2.4 1.0

Client-Initiated 

Interactions with 

Counselor

0.3 0.6 0.7 1.1 2.1

Total Interactions 12.2 9.2 8.4 6.5 3.4
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Case Management Approach and Client Outcomes

Agency 1 2 3 4 5

Case management 

approach
Advocacy

Coaching/

Advocacy

Coaching/

Advocacy
Coaching Coaching

Retained Homeownership:

Trial or Permanent 

Modification
60% 21% 44% 13% 60%

Repayment or 

Forbearance Plan
10% 7% 11% 25% 0%

Brought Current 20% 0% 0% 0% 0%

Sub Total 90% 29% 56% 38% 60%

Failed to Retain Homeownership:

Foreclosure 0% 7% 11% 0% 0%

Bankruptcy 0% 14% 0% 0% 0%

Sub Total 0% 21% 11% 0% 0%

In Process 0% 29% 33% 13% 20%

Dropped Out 10% 21% 0% 50% 20%

Grand Total 100% 100% 100% 100% 100%
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Pros and Cons of ñCoachingò Approach

Advantages Drawbacks

×Requires fewer agency resources. 

×Teaches clients to take 

responsibility.

×May be all that is needed if client is 

organized and motivated or servicer 

has efficient loss-mitigation 

department and is motivated to 

avoid foreclosure.

×Clients who are not motivated or not 

organized may ñfall through cracks.ò

×May take longer to get loss-

mitigation process started (e.g., if 

paperwork is not complete).

×Counselor may not have timely 

information on loan status.

×Servicer may take longer to arrive at 

a decision.

×Client may miss opportunity to 

contest an unfavorable decision by 

servicer.
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Pros and Cons of ñAdvocacyò Approach

Advantages Drawbacks

×Loss-mitigation process tends to get 

started faster because paperwork is 

more complete.

×Clients who are disorganized or less 

motivated have their cases 

considered.

×Counselor is kept updated on 

developments such as foreclosure 

filing.

×May result in better option for client if 

servicer made a mistake (e.g., in 

calculating debt to income ratios) 

that led to an unfavorable decision.

×Resource intensive, so difficult to do 

with a large caseloads.

×May not be needed for organized 

clients and/or servicers with a strong 

incentive to avoid foreclosure.

×Requires effective systems for 

notifying counselors when to follow 

up with clients and servicers. 

×Most effective when counselor has 

expertise in lending or loss-

mitigation.
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Conclusion

ÅStudy revealed that overall approach to counseling was very 
similar across the five agencies in terms of intake process and 
initial steps to initiate loss mitigation process with lenders 

ïSimilarities likely reflect NFMC funding rules

ÅBut more variation among agencies in the intensity of 
counseling provided after initial session

ïDifferent perspectives on how much responsibility should 
fall to clientsðadvocacy versus coaching approaches.

ïNFMC funding structure may also implicitly encourage a 
coaching approach as no additional funding is provided 
beyond submission of loss mitigation package
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Conclusion (continued)

ÅAdvocacy approach may result in fewer drop-outs and more 
short-term resolution of delinquency, but:

ïGenerally means more counselor time spent per client

ïMay not be needed for all clients.

ïRequires effective client management systems so that 
counselors know when to follow up. 

ÅIntake and first counseling session present an opportunity to 

assess clientôs ability to manage process on his/her own:

ïSeverity of clientôs situation (including level of delinquency 
and need for legal assistance).

ïClientôs overall level of organization and motivation.

ïAgency track record and relationship with the servicer.



Foreclosure Prevention

Telephone Workshop



Foreclosure Prevention Telephone Workshop

ÂInform client of Mandatory Participation
on the initial call

ÂSend the dial in Information to the 

Client


