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WE HELP ENTREPRENEURS . . .
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CREATE JOBS IN OUR COMMUNITY
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RLF MANAGEMENT – KEY SUCCESS FACTORS

• Make quality loans that pay you back

• Turn a profit with your RLF

• Staff are stewards of the RLF
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RLF MANAGEMENT – PROFITABILITY

• Profits create sustainability

• Salaries

• Overhead

• Grows RLF

• Covers loan losses
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SCED FACTS 

• Based in Redding, California

• 4-County Economic Development 
District population of 245,100

• Started 1980

• 6 Employees

• RLF Portfolio - $6.2 million – 60 loans

• SBA Portfolio - $33.5 million – 74 loans
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SCED REVENUE
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RLF FUNDING SOURCES

• Capitalized Loan Funds 

• Economic Development Administration (EDA)

• U.S. Forest Service – Old Growth Diversification 
(OGD)

• U.S. Department of Agriculture – Rural 
Development (RDA)

• Borrowed Loan Funds

• U.S. Department of Agriculture – Intermediary 
Relending Program (IRP)

• Rabobank 

• SEED Fund

• Scott Valley Bank, Wells Fargo, Tri Counties, 

Bank of Commerce Redding, Banner Bank
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SCED LOAN FUND TIMELINE
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1985 
EDA
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1995 
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EDA
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SCED STAFF

• Name: Bob Nash

• Title: CEO

• Time at SCED: 29 years

• Lending Background: Bank

• RLF Role: Microloan underwriting, 
outsourced underwriting, searches for 
additional funding

• Certifications: EDFP
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SCED STAFF

• Name: Sue Tofflemire

• Title: CFO 

• Time at SCED: 18 years

• Lending Background: None

• RLF Role: Non-profit accounting 
expert, audits, reporting, payment 
processing

• Certifications: CMA, MBA, SPHR & 
SHRM-SCP
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SCED STAFF

• Name: Ryan Richardson

• Title: Loan Program Manager 

• Time at SCED: 13 years

• Lending Background: None 

• RLF Role: Marketing, underwriting, 
servicing, portfolio management

• Certifications: MBA , EDFP & NADCO
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SCED STAFF

• Name: Loree Byzick 

• Title: Special Projects Manager

• Time at SCED: 16 years

• Lending Background: None 

• RLF Role: Internal reviews, file 
organizational guru and sounding 
board
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SCED STAFF

• Name: Jamie Campbell 

• Title: Loan Program Assistant 

• Time at SCED: less than 1 year

• Lending Background: Bank

• RLF Role: Close and fund loans, pulls 
credit reports, sets up files, servicing of 
loan portfolio
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SCED STAFF

• Name: Cheryl McKannay

• Title: Executive Secretary

• Time at SCED: 6

• Lending Background: None 

• RLF Role: Loan assistant backup, 
credit reports, file set up 
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SCED STAFF

• Hybrid staffing and willingness to grow

• You must pay your staff

• Cross training of functions

• Outsourcing of skill sets 

• Takeaway #1– Small staffs are 
susceptible to burnout

• Takeaway #2 - Easy to overwork at a 
position and skew production  

• Takeaway #3 - Backup plans for what 
to do it an employee leaves 
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RLF LOAN PROCESS

Marketing
Application 

Process
Underwriting Approval

Closing & 
Funding

Servicing & 
Portfolio 

Management
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MARKETING - HOW TO GET LENDER PARTNER 
REFERRALS 

• Provide value to the lender

• Articulate your ideal project

• Sell solutions not specific RLF funds 

• Marketing is a key to RLF success

• Proven track record of success of helps

• Takeaway #1 – If you don’t have a track 
record start, with small balance CMRE 
transactions. 

• Takeaway #2 – Avoid spending time on 
projects that will never fund
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APPLICATION PROCESS

• Standardized application checklist

• Manage borrower and lender partner 
expectations 

• Takeaway #1 – Does your application 
need updating? 

• Takeaway #2 - Don’t have one? Borrow 
from another agency – samples online

• Takeaway #3 – Discuss fees and what 
you are able to finance and what is out 
of pocket
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UNDERWRITING 

• Will we get paid back? 

• Used to cull bad prospects

• Projects with historical information are 
the easiest to underwrite

• Takeaway #1 – Underwriting doesn’t 
guarantee future results

• Takeaway #2 – Might as well get key 
person life insurance

• Takeaway #3 – SCORE & SBDC can 
assist borrowers with projections
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UNDERWRITING - GREEN LIGHTS

• Down payment (and remain liquid)

• Existing business cash flow 

• Outside income 

• Collateral 

• Takeaway – There are other C’s of 
credit but these are my favorite 
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UNDERWRITING - RED FLAGS

• Credit train wrecks

• New business owners

• Unwilling to use their home as 
collateral 

• Lack of personal assets

• Start-ups requesting over $50,000

• Unique collateral

• “I guarantee I’ll pay you back” 

• Takeaway - Bad loans can kill a RLF
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UNDERWRITING – MITIGATING RED FLAGS, 
GETTING TO GREEN

• Collateral enhancements

• Additional collateral 

• Outside income  

• Guarantor strength

• More cash into the project
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APPROVAL –LOAN COMMITTEE 

• Loan memo consistency 

• Consistent meeting dates and times

• Bankers on loan committee

• “This isn’t bankable”

• Might not know as much as you do 
about your program

• Takeaway – Bankers on the loan 
committee should know your credit 
polices
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APPROVAL –LOAN COMMITTEE 

• Best loan committee members

• Worst loan committee members

• Respect their time with quality loan 
prospects and professional loan memo

• Great questions & irrelevant questions

• Takeaway #1 – Figure out loan 
committee idiosyncrasies and address 
in loan memo

• Takeaway #2 – Standardize loan 
committee discussion 
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APPROVAL –LOAN COMMITTEE 

• Rubber stamp approvals - Bad

• Need to take their job seriously

• Need understanding of cash flow and 
balance sheet ratios – be able to speak 
our language

• Takeaway #1 – Add cash flow and ratio 
analysis review in loan memos

• Takeaway #2 – Provide loan committee 
basic training for new members
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APPROVAL –COMMITMENT LETTER

• Takeaway #1 – Third time the 
borrower will see the rate, terms, fees, 
conditions, etc. 

• Takeaway #2 – Over communication on 
who is responsible for paying fees is 
best. 

• Takeaway #3 – Borrowers will still not 
have enough budgeted for closing 
costs. 
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CLOSING & FUNDING

• A loan isn’t a loan until it funds

• LaserPro loan docs

• Takeaway #1 – Ask bank for a copy of 
their docs to check against yours

• Takeaway #2 – Discuss fees multiple 
times 

• Takeaway #3 – Attorney can assist with 
loan docs preparation 
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LOAN SERVICING

• Payments / Late payments

• Financial requests

• Employments counts

• Loan risk ratings

• UCC filing updates / Tax Service

• Takeaway #1 – You need to have a 
tickler system in place

• Takeaway #2 – As a steward of the RLF 
you must protect the collateral
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PORTFOLIO MANAGEMENT

• Project Financing 

• 70% Gap

• 30% SCED Only

• Age of Business

• 77% Existing 

• 23% Start-up

• Takeaway #1 – Each fund has a 
different risk tolerance

• Takeaway #2 – CMRE is the easiest and 
most secure RLF for us to make

• Takeaway #3 – Need to establish a LLR
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PORTFOLIO MANAGEMENT

• Software

• Ventures+

• RLF Underwriting hybrid

• PORTFOL

• MIP Fund Accounting 

• Takeaway #1 – The right software will 
make your life easier 

• Takeaway #2 – Fund accounting is a 
necessity to know which programs are 
generating a profit 
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RLF MANAGEMENT POLICY & PROCEDURES

• What happens when someone leaves?

• How much goes into your LLR?  

• How do you pull a credit report? 

• When are projections require? 

• What happens when someone makes a 
late payment? 

• How do we set up a loan file? 

• Where do the original loan docs go? 

33



RLF MANAGEMENT POLICY & PROCEDURES

• Underwriting / Credit Policy

• Servicing Policy 

• Liquidation Policy 

• SCED Informational Notices 

• Takeaway #1 – Transfer institutional 
knowledge to paper 

• Takeaway #2 – Credit Policy - Are you 
charging enough interest to sustain 
your RLF? 
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RLF MANAGEMENT POLICY & PROCEDURES

• What happens if you don’t have one or 
if it needs refreshing? 

• Borrower sample from a sister agency

• Hire a consultant

• Self review

• Have board review and approve

• Takeaway #1– Update on an annual  
basis and get board approval 

• Takeaway #2 – It is important to be 
able to pull a credit report when you’ve 
replaced a person and the other is on 
vacation
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FINAL THOUGHTS

• Make quality loans 

• Hire the right people and pay them 
what they’re worth

• RLF must generate a profit

• Don’t work so much that you skew 
productivity 

• Borrow or hire the necessary skills

• Fund accounting 

• Loan out your money
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