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Introduction

Have you ever felt like your loan reviews are more of a box-checking exercise than a useful
management tool? When structured thoughtfully, annual and quarterly loan reviews can be
powerful drivers of portfolio insight and risk management. They not only help identify emerging
risks before they escalate but also strengthen borrower relationships, enhance data quality, and
reveal trends across your portfolio. Yet, without a clear framework, reviews can quickly become
repetitive and burdensome. This quick guide highlights key considerations for setting up or

reassessing your annual and quarterly

review process to make it more efficient, Tip: Keep Important Items Top of Mind

insightful, and impactful. Ultimately, an s o « ”
& ) ] p y Including “items to monitor” and “next steps/follow up

effective review process turns routine as specific callouts in reviews can help orient PM and

monitoring into a strategic advantage, other staff when reading or updating reviews.
one that supports both risk mitigation

and long-term portfolio growth.

Align Reviews with Credit and Underwriting Policies

To begin building a review process that truly adds value, start with your existing credit policies and
underwriting framework. These policies define the core risks considered when deciding whether to
commit and deploy capital, making them the foundation for what your reviews should monitor over
time. The risks identified in credit memos and Credit Committee discussions should be clearly
documented, tracked, and revisited. This might include regularly updating DSCRs to flag emerging
cash flow issues, comparing borrower performance against underwriting projections, or checking
in on progress toward project milestones.

Effective reviews should highlight where risks have evolved, been mitigated, or are no longer
relevant, ensuring that portfolio oversight remains proactive and informed. By rooting reviews in
credit policy, your organization creates consistency and ensures that each review meaningfully
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connects back to your broader risk framework. Once established, information from loan reviews
can also feed back into your credit policy. For example, if actual economic vacancies as determined
at loan reviews are consistently lower than what is underwritten across multiple borrowers, it may
indicate an update is needed in the credit policy.

Fit Reviews to Borrowers and Loan Types

With that foundation in place, the next step is to tailor your approach based on the specific
characteristics of your loans and borrowers in the portfolio. Different loan types carry distinct risk
profiles, which should guide what your reviews emphasize. Lenders should avoid over-emphasizing
‘easy to measure’ factors in their reviews

Tip: Identify Areas for Improvement
if they do not tightly relate to credit risk. ° fy b

! . Keeping track of workarounds taken and
For example, sponsor financial ; . .

) exceptions made during your loan review
statements are straightforward to process can help identify areas for

collect, but generally should not be the improvement.

focus of a construction loan review—

instead, a construction loan review

should focus on the primary source of repayment, the status of the construction project against its
planned timeline and budget.

Similarly, the nature of the borrower will influence the quality and frequency of available reporting.
Larger, more sophisticated organizations may be able to provide robust quarterly financials, while
smaller borrowers may need additional guidance or tools. In those cases, offering standardized
reporting templates, training, or connections to technical assistance can improve data quality,
strengthen borrower relationships, and ultimately mitigate risk. By tailoring review criteria to loan
and borrower characteristics, your organization ensures that analysis is both relevant and
efficient—focusing effort where it matters most.

Streamline and Simplify

As your review process becomes more data-driven and aligned with borrower and loan
characteristics, efficiency and consistency become critical to maintaining quality at scale.
Leveraging Excel workbooks or other technology to automate key calculations and summarize

! information as financial spreads are updated
Tip: Tell vour Impact Storv .
can greatly streamline your

Tracking time spent on borrower support process. Simplifying review templates to
functions may be helpful for impact reporting, minimize narrative text, where practical, can
budgeting, and conversations with funders. also reduce completion time while

maintaining analytical depth. Incorporating
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conditional formatting, charts, tables or simple scoring systems can help quickly flag potential
issues that warrant closer attention. Documenting procedures for completing templates and
providing training when introducing new tools or processes are also critical steps not to overlook in
order to improve efficiency.

Once your processes are streamlined, it is equally important to tailor review frequency and depth
to your organization’s capacity and risk tolerance. Collaborate with your Board, staff leadership,
and portfolio management team to design a review plan that aligns with your resources and the
complexity of your portfolio. While conducting full quarterly financial reviews may be ideal,
balancing thoroughness with practicality is essential. Some lenders may find that semi-annual
reviews with quarterly borrower check-ins strike the right balance, while others may prefer
spreading and reviewing project financials quarterly, with guarantor financial spreads updated
only annually. For lower-risk loans, focusing on key ratio checks, such as DSCR, liquidity, or
leverage may be sufficient on a quarterly basis, allowing your team to devote more time to higher-
risk borrowers where deeper analysis adds greater value. Conversely, delinquent loans, high-risk
borrowers, or loans in workout should be monitored closely and reviewed quarterly, if not more
frequently. Striking the right balance between efficiency and depth ensures that review efforts are
both sustainable and impactful.

External Environment

Once your review process is structured and running efficiently, the final step is to keep it
responsive to the broader environment in which your borrowers operate. Economic and market
conditions can shift significantly post-closing, impacting borrower performance, collateral values,
and portfolio risk. Reviews should include an assessment of how these changes may affect
individual borrowers, specific loans, and the portfolio as a whole. In some cases, changing
conditions may justify adjusting the frequency of reviews or expanding the scope of information
collected. For example, if borrowers are heavily reliant on federal or state funding, incorporating
analysis of policy or budget shifts can provide early warning of potential vulnerabilities. By
incorporating external context into your review process, your organization can anticipate
challenges before they materialize and adapt strategies accordingly.

Pulling It All Together

Building an effective annual and quarterly loan review process requires more than routine
reporting; it demands clarity, consistency, and adaptability. By grounding reviews in credit policy,
tailoring them to borrower and loan characteristics, leveraging technology for efficiency, and
staying attuned to external trends, your organization can transform a compliance exercise into a
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strategic portfolio management tool. A well-structured review process not only safeguards portfolio
health but also strengthens borrower relationships, informs decision-making, and positions your
organization to navigate an evolving economic landscape with confidence.

If your organization is looking to enhance its portfolio management capabilities or would like
support in designing a more effective review process, consider partnering with High Impact
Financial Analysis. High Impact helps lenders and investors build and maintain high-performing

impact portfolios. Our team specializes in underwriting, portfolio management, and analytics that
help mission-focused lenders and investors become more efficient, improve risk management, and
act on data-driven insights. To learn more about our portfolio management services, contact Ozlem
Tanik Ponarin, Director of Portfolio Management & Analytics, at

OPonarin@highimpactanalysis.com.
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