
How TATA Capital Housing Finance
slashed its sanction letter execution
time from multiple man-hours to as
low as 7 mins

CASE STUDY

An interview with Sahil Palejwala, National Manager - Digital and
Strategic Initiatives at TCHFL on how Tata Capital Housing Finance
is digitizing its loan sanction letter process and achieving fantastic
business outcomes



Tata Capital Housing Finance Limited (TCHFL) is a renowned Housing Finance 
Company and is a wholly owned subsidiary of Tata Capital Limited - one of India’s 
largest lending organizations. TCHFL’s wide product range includes loans for 
purchase and construction of a residential unit, purchase of land, loans against 
property, home improvement loans, home extension loans, project finance loans to 
developers etc.

About TATA Capital Housing Finance Limited
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TCHFL is a tech first company

From a digital standpoint there's no aspect or nuance of the 
business today that you do without technology or digital, 
right? I think as an organization also we are moving to that 
stage where a majority of the processes should be digital or 
automated maybe by the next financial year. We've been at 
the forefront of automation. We've launched a lot of digital 
initiatives both from a customer standpoint, as well as from an 
internal process efficiency standpoint.

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL

Tata Capital’s digital initiatives:

Fully digital customer outreach: Multiple online portals 
including mobile app on iOS and Android for the customer to 
interact with and browse the offerings of Tata Capital

Fully digital KYC: Tata Capital uses online KYC modes like 
OKYC & CKYC instead of the traditional physical KYC process

Digital loan assessment and management: Tata Capital 
uses LOS systems to assess and manage loans fully digitally



SANCTION LETTER

But TCHFL still had a sanction letter signing
process which was PHYSICAL (non-digital)
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The importance of a sanction letter in a housing finance journey

A sanction letter is like a key contract document between TATA Capital 
Housing Finance limited who is the financier, and the customer who is 
taking a home loan from us. It is something which outlines the terms 
and conditions of the loan. It's more or less a precursor to the 
finalization of the loan agreement, and hence it becomes a very critical 
document. It’s a trigger for the beginning of a relationship.

There’s also ANOTHER sanction letter that
comes later - for insurance policies

As a financier, we also sell attachment products which are insurance 
products to insure your loan. Tomorrow, God forbid, anything 
happens to the customer, at least his family should not suffer. So the 
customer insures the loan so that whatever happens, at least the 
insurance company will take care of the loan and the property and 
their family will not be impacted. Now, more often than not, the 
customer will also take a loan for the insurance. For that also there’s 
a sanction letter, which is issued only after the main loan is 
disbursed

The sanction letter undergoes many revisions in the course of business

Generally the sanction letter gets revised many times because we 
are dealing with a long-term large ticket loan here. If you look at any 
home loan, which is in a prime city, the average ticket size that we 
deal with is upwards of 50 lakhs

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL



This is what the physical process for sanction letters looked like
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Loan is sanctioned after 
assessment and the funding 
amount is decided

Step 1: Physical sanction 
letter is printed

Step 2: Salesperson calls the 
loan applicant and informs 
him of the quantum of the 
loan and other details

Step 3: If the customer 
agrees, the salesperson 
travels to the customer to get 
the sanction letter signed

Revision Step 1: Customer 
asks the salesperson to revise 
the terms of the sanction letter

Revision Step 2: Salesperson 
takes the loan application 
back to the credit team who 
may revise the terms of the 
loan

Revision Step 3: Salesperson 
takes the revised sanction 
letter to the customer for his 
signature

Step 4: Sanction letter is 
submitted to the credit team 
who then disburse the loan

Step 5: Salesperson gets the 
insurance loan sanctioned 
from the credit team and 
prints another sanction letter 
for it

Step 6: Salesperson travels to 
the customer to get the insur-
ance loan sanction letter 
signed

Step 7: This sanction letter is 
submitted to the credit team 
and the insurance loan is also 
disbursed

From a salesperson’s perspective a lot of time 
is being wasted. Right now let's say my branch 
is in Marol and his customer is somewhere in 
Borivali or Kandivali. If the sanction letter is 
revised thrice between the customer and the 
salesperson,, our salesperson has to travel two 
hours every time just to get the sanction letter 
signed each time.  Till he gets it signed, the 
case   cannot be put up for disbursal. 

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL

For the insurance loan, there is a dependency 
- the main loan has to be disbursed first. 
After this, the sales person will need to make 
a repeat visit to the customer to get the 
insurance loan sanction letter signed.

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL

Repeat visits for insurance sanction letters



The physical sanction letter process caused problems for TCHFL
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Delays meant that salespersons couldn’t always meet their targets

Let’s say I am a salesman and I have a target of 3 crores, of which customer X is 1 
crore. He’s agreed, everything is done, and he’s signed the initial sanction letter 
also. I have prepared his document for disbursal. Now at the time of disbursal he 
calls me and says that he has a better offer. So I match that offer. Now I’m sitting 
on the 27th of the month and I have the revised sanction letter with me. But I need 
to get it signed again.  Now say for some reason the customer has an emergency 
and has flown to Bangalore. Since he’s not available - that 1 crore disbursal gets 
spilled over to the next month - and my monthly target goes for a toss

Scheduling back and forths were a logistics nightmare

The customer tells my salesperson that he is available only from 9 p.m. to 11 
p.m. But he is not the only customer whom that salesperson is servicing - so it 
becomes tough to slot it in. More often than not there are either delays or the 
salesperson misses out on some customers.

The physical sanction letter process added direct costs

There's a cost angle to this also because when my salesperson is travelling to 
Borivali from Marol, he is also claiming local conveyance both ways. While he 
expends time, we as a company are losing money.

There was a strain on resources towards the end of the month

With mortgages - there is always a rush in the last 5 to 6 days of every month. So 
what we see in branches at this time is multiple sales guys trying to use the same 
printers and scanners at the same time at the end of the month. I have actually 
seen the frustration for them. It’s the 27th or 28th of the month and everybody is 
in a frenzy to disburse. Everybody has targets, everybody's answerable. There's a 
long queue at the printer because everybody wants to print their documents. This 
may seem like a small issue - but when you actually add up these instances of 
friction for 1000+ sales officers across 110 branches - it’s a very big issue.

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL

Delays could result in losing customers to competition

There is a probability I am leaving the customer open. So if I give him more time 
some other financial institution may come. So the whole idea is to basically tap 
the customer and close him as soon as possible.
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There are three things TCHFL looks for in a tech partner

Subject matter expertise
First and foremost challenge is that very few tech players in the 
market understand business, the nuances of business. Now if 
you're trying to give a solution to a problem, you should first try 
and understand the problem, right? And I think that's where 
most of the technology partners fail because their 
understanding of the problem is very limited to what is 
communicated to them by the business users.

Speed to Market
If I've identified an opportunity in the market and if I want 
something today, it does not come to me today. It obviously has 
a certain lead time, and obviously people understand that, but I 
think it usually takes longer than what the business guys usually 
expect, and that's where we lose out. That opportunity window 
kind of shrinks for us. So speed to market is the other [criteria]

Delivery perfection
A huge problem is faced when the BRD, the FSD, the delivery 
and the UAT are not at all in sync with each other and obviously 
there is a lot of time and effort that gets wasted at each stage 
when this happens.

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL

Given these problems, TCHFL sought to digitise this process

I joined in September and this was my first project at TATA 
Capital. I was given a problem by my Chief Business Officer Mr. 
Ajay Shukla that this is one area where our sales people are 
facing a lot of struggle and I need to figure out a solution and 
solve it somehow. So we said, okay, let's try and digitize this. We 
wanted to cut the clutter and remove these dependencies.

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL

So subject matter expertise, speed to market and perfection of 
delivery. These were the three things we were very keen on having 
in the partner and that's where I think Leegality came through

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL
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To digitize the sanction letter process TCHFL decided to go ahead
with Leegality - despite many “cheaper” options

Leegality offered a one-stop solution

For the other partners that we evaluated, their coverage was not as elaborate as 
what Leegality was offering. We wanted somebody who could help us with a 
one-stop solution for signing, stamping, DSC, and obviously give us various options 
in each of these areas. So let's say if I'm just looking at signing. I want multiple 
signing options because I just don't want an Aadhaar based signing because I 
operate in geographies like a Siliguri where people still use a 500 rupees mobile. I 
cannot expect [all] my customers to have Aadhaar mobile linkage. So I have to see 
how best I can service my customers. Also, Leegality has eStamping services, 
directly or indirectly in 20 States. Other partners don't have that coverage.

Simple and efficient solution

The digital flow for sanction letters would ultimately be in the hands of our sales 
team. And sales teams  always choose the path of least resistance. They want 
simple solutions.Their job is to get in more business, their job is not to operate 
complex technology. . So we wanted something which is a 2 click thing or a 3 
click solution. With Leegality, the process was very simple and efficient for our 
sales teams. The other partners we evaluated didn't fare well on this count.

Helped meet tight project deadlines

From my perspective, as a project leader or a program director, speed to market 
of the solution was a critical factor. I was given a deadline of around 20 odd 
days to implement the digital transformation of sanction letters.  So, on this 
count,  from conceptualising the product, to designing it, to defining the process 
around it, to going live, to UAT and everything else - Leegality scored the best..

But what about “cost”?

I think good things always come at a cost. And I have 
seen that, at least in my limited career. I have seen 
that across systems, across vendors. The primary 
consideration point for us was how we can solve the 
problem and how efficiently we can solve it

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL



This is what TCHFL’s sanction letter process looks like after Leegality
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Salesperson sends the sanction letter through the Leegality 
Dashboard to the customer’s email and/or mobile. He 
marks the branch operation and credit manager as CC.

STEP

1
Salesperson simply calls the 
customer and asks them to 
eSign the sanction letter

STEP

2

The salesperson, branch officers, credit managers 
and customers receive the signed sanction letter in 
their inbox along with a comprehensive audit trail.

STEP

4

Customer eSigns the sanction letter on 
their mobile phone - anytime, anywhere

STEP

3

The new sanction letter process unlocked BIG BUSINESS BENEFITS for TCHFL

Provides a better customer experience

Going to the customer is not just a headache for my salesperson. It's also a 
headache for the customer. He has to also be free at the same time and because 
he's in need of a loan he'll also have to make time. He'll also have to be free for 
those two hours. Customer is also obliging us by signing because he needs the 
money. With Leegality now I'm just sending a link and it's just a matter of clicking 
on a link and putting an OTP, that's it.

Extremely easy process
Using Leegality is fast, it's easy and it's uncomplicated. Somebody doesn't have to 
be really tech savvy to go through this. It's just one click, two click and you're done

Lightning Fast TAT for sanction letters
So on an average, let's say if I am signing the main loan sanction letter three times - 
and insurance loan sanction letter once, in the physical process my sales person 
would need to spend multiple man hours. In the Leegality-driven flow the total TAT 
for this process now is as low as 7 minutes.

Accelerates sales team productivity

My salesperson today does not have to wait for the customer. It is at the customers 
convenience. He just has to call the customer and ask him to eSign the sanction 
letter.

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL
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How TCHFL and Leegality worked together to go live in just 22 days

TCHFL’s digital team had strict deadlines to digitize the sanction letter process

I didn't have more than 22 days [to implement this project]..

Leegality came in with subject matter expertise….
At every step of the discussion there was a lot of clarity about what 
we shouldn’t do. Prateek (Sales director) and his team would come in 
and tell us “look, your objective is this, you should not go for A,B,C. I 
have a D solution for you.” As a user I can tell you the business 
problem. I can come and tell you that my customer is facing this 
problem, my sales is facing this problem etc.. But from a solution 
standpoint, you probably have better visibility once you have listened 
to my problem. So that understanding was very good from Leegality 
and we could quickly eliminate what we didn't want.

Extremely responsive support and helpful training sessions

I think 15 out of the 22 days were spent on conceptualizing and 
designing. Once we finalised that and got approvals, it took us only a 
couple of days for configuring all the users and then rolling it out. 
Leegality also helped us with a lot of training that we did when we 
launched this. I think the support we got from Prateek (Implementation 
Director from Leegality) has been fantastic, phenomenal. We got 
excellent turn around times on every request that we made

…and ensured that the 22 day plan was met

So we created a project plan. It was a very crisp, precise 22-day 
project plan where we pegged each and every item as to what we 
need to do each day and at the end of each day what is the outcome 
that we were expecting. Leegality was spot-on with that plan because 
they helped us honour these internal timelines

Rave Reviews: Leegality’s Enterprise Support

I am personally working with more than 60+ vendors today and I think 
that the support that the Leegality team offers is best-in-class. We get 
real-time support. It’s 24/7, which is also very helpful because sometimes 
what happens is, especially in the last six or seven days of the month, 
my salespersons are working round the clock. And obviously if they get 
stuck at let's say 11 p.m. in the night they cannot wait till the next day 
because obviously there's a target clock that is ticking. Conceptualization 
or support at every phase of the project implementation has been very 
smooth. So it's excellent, if I were to just put it in one word.

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL
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Conventionally, digital transformations in the BFSI space are said to be a purely 
API driven process. This situation makes Business and operations teams heavily 
dependent on the availability of IT and tech stakeholders from multiple parties to 
get projects up and running - often leading to delays of months.

TCHFL faced a similar problem

How Tata Capital Housing Finance achieved the above
transformation WITHOUT an API integration

That’s when Tata Capital saw Leegality’s Document Dashboard:

We said let's do one thing. Anyways this dashboard is available with 
Leegality. It's a ready to use solution. It's just that my salesperson will have to 
login in a separate window, but that's about it. If it is saving two hours per 
visit, he might as well go ahead and spend two minutes on the dashboard. 
Most importantly, the solution was very simple. It was a 2 click solution. Had it 
been an elaborate process then obviously it wouldn't have worked for us..

The Leegality Document Dashboard puts the power of the
digital flow in the hands of business and operations teams

From an admin control and user management standpoint, the Leegality 
Dashboard is very convenient. If there is any workflow tweaking or anything 
similar, it can be directly done by my team.. I don't have to call up anyone from 
IT or even the Leegality team.

More often than not when you deal with vendors, any tweak in the process is a 
big headache.  It has to go through a loop. The business users have to reach 
out to the IT guy. The IT guy will reach the vendor. There’s a lot of time which 
gets wasted. And its annoying because a lot of context is lost in this process. 
7-10 days pass by and by the time it reaches the ears of the vendor, he tells 
you that he didn’t exactly understand the problem. And then I also have to 
refresh because I’m probably doing ten other projects.

When you are heading a department and when you're dealing with so many 
systems, the first instinct you feel is to go for an API integration. But what we 
understood was our core system, doing anything on that from an API integration 
standpoint would take months. But I had a window of 22 days to implement this 
from start to end. We couldn’t wait for the technical assessment, the API 
integration and the delivery cycle, and so on and so forth.

With the Leegality Dashboard there's a lot of control that's been given to us 
directly as business users. So with any problem that happens in Mysore or Vizag, 
my sales officers can quickly reach someone from my team in Bombay - and 
they’ll immediately login as an admin user and fix the issue.  It's a quick fix. 
Nobody cries, and everybody's happy. It's a win-win for everybody. So I it's very 
good from a control and management perspective

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL
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Tata Capital’s Leegality Workflow relies on three stand-out features

Feature Spotlight

(A) CC feature

TCHFL’s salespersons now mark their branch credit manager 
and their branch operations manager as CC while sending out 
documents for eSigning.

Earlier my salesperson would go physically to the customer, he 
would get the sanction letter signed, then he’ll come and submit 
it to the credit manager. The credit manager would see it and 
match it with the system. Then he would submit it in turn to the 
operations manager. All this hand over used to take a lot of 
time. Now what we've done is, we've created a single bus. So 
the moment it [is sent for eSigning and comes back] digitally, it 
goes to everybody.

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL

(B) MIS Reports

Most digital projects fail because there is a lot of rigour and effort 
in making it live, but post that, , the adoption often falls through 
the cracks. You spend a lot of effort, time and money in 
Implementation, but then what happens? Once you launch it, 
nobody's using it. Leegality’s MIS helps us deal with this

In the first month, we saw only 2-3% utilization of Leegality. We 
could only figure this out because of Leegality MIS Reports. Now, 
about 7 months after going live -  our utilisation rate is about 40%. 

MIS Reports also give me a handle on my finances. I know how 
many eSigns have happened, what is the cost I've incurred.  So in 
the future I can accordingly prepare my finances in advance 
keeping in mind our internal approval process for any financial 
expenditure

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL

C) Secure Audit Trail

Leegality also gives us a time-stamped audit trail of these 
sanction letters that have been signed. It exactly tells us who has 
signed it, from what machine they have signed it, when have they 
signed it, and when did they initiate and when did they complete. 
So tomorrow even if I have to present this in any of the audit 
forums or any of the risk forums it gives us a very, very good 
handle on what happened when.
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Under Indian laws, a home loan agreement (a mortgage deed) cannot be 
electronically signed (by virtue of the First Schedule of the Information Technology 
Act, 2000) and must be compulsorily registered (under Section 17 of the 
Registration Act, 1908). This means that as things stand, it is not possible to fully 
digitise the customer onboarding journey for a home loan applicant. BUT does that 
mean we shouldn’t try to digitise the parts of the journey that we legally can?

But why should we try and digitise when
we know we cannot go 100% digital?

We've been grappling with this problem for a very long time. 
But you have to digitise what you can. You have to simplify 
what you can. There are certain things which are beyond your 
control. So you know that will remain physical. If something is 
not permitted by law, I cannot really go ahead and overrule it. 
But having said that, I think the whole idea is to ease out. So 
I'll give you an example on a disbursal automation piece. 
Today, the amount of work that a guy does on preparing the 
docket is 2 to 3 hours on a month end where he is absolutely 
rushed with targets. Nowwhat happens in those 2-3 hours? 
He has to fill that document manually, which is 40-50 pages 
long. So there is a huge scope of risk, human error etc., that's 
one. The other is, there are 15 or so documents in those 50 
odd documents, which will require stamping. Which means 
he'll have to go to a lawyer and procure those stamp papers, 
or go to the IGMR website to procure e-franking. It's a time 
consuming activity. That's the second part. The third part is 
notarization. And obviously the fourth part is getting it signed 
by the customer. And the fifth part is getting it signed by the 
counterparty within TCHFL because the salesperson’s sign is 
not valid. He'll have to get it signed by a credit manager. So 
out of these 5 problems I can solve 4. IT Act doesn’t permit 
me, that's fine.If I’m solving 80 out of 100, I still feel it's a big 
plus for us.

Sahil Palejwala, National Manager -
Digital and Strategic Initiatives at TCHFL
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Leegality’s Digital Paperwork Engine: Driving change at TCHFL

Given the success they have seen, TCHFL has now made
digital execution of sanction letters mandatory!

So we've stopped physical signing and have mandated e-signing. But 
there are certain use cases where the Aadhaar is not linked with the 
mobile. Now in those situations I cannot lose the case, just because his 
Aadhaar is not linked. In those cases we are allowing physical signing

Sahil Palejwala, National Manager
Digital and Strategic Initiatives at TCHFL

An 8 fold increase in penetration in just 3 months

So we launched this in late November. Our penetration in November 
was 2%. We did some push, but it didn't help. Our penetration in 
December was 3%. Our penetration in January rose up to 11%. And in 
June, we are already at 40%. So obviously you see the trajectory right? 
From 3 to 40 - its a 13 fold increase in just 7 months

Sahil Palejwala, National Manager
Digital and Strategic Initiatives at TCHFL

Repeat usage

There has been a lot of repeat usage. So anybody who's hooked onto 
it doesn’t go back to the physical process

Sahil Palejwala, National Manager
Digital and Strategic Initiatives at TCHFL

The true success of a digital transformation initiative is measured by how many users 
of the organisation actively adopt and shift to the new digital alternative and can’t 
imagine going back to the status quo. Let’s see how Leegality fared on this metric.

Only 16% of respondents say their organisations’ digital transformations have successfully 
improved performance and also equipped them to sustain changes in the long term. An 
additional 7 percent say that performance improved but that those improvements were 
not sustained

McKinsey and Co., 2018,
Unlocking Success in Digital Transformations

There’s been a behavioural change in TCHFL’s salespersons

Pune as a location has the highest adoption rate today in my 
ecosystem. They've been adopting this since November. Today if you 
go and ask any sales guy to sign the physical sanction letter, they will 
frown upon you. They'll say sorry, we will use Leegality. . It's like a 
behavioural change

Sahil Palejwala, National Manager
Digital and Strategic Initiatives at TCHFL



Want to digitally transform your paperwork
like Tata Capital Housing Finance is?

Severe delays: Salespersons had to
waste multiple man-hours to get the
sanction letters signed.

Lightning Fast TAT: Sanction letter
signing time has come down to 7
minutes, letting the sales team focus
on their core tasks

Repeat visits: Salespersons had to
make AT LEAST 2 visits to the customer
for her signature

Zero visits: TCHFL sales officers have
to make zero visits to the customer

Difficult to manage time: Scheduling
visits to multiple customers in a day
was tough, leading to delays and
missing out on customers

Increased productivity: Salespersons
can send documents for signing instantly.
Customers can sign remotely as per their
convenience

Lost customers: Delays meant that
customers could go to other other
institutions for their financing needs

Close customers ASAP: TCHFL could
tap and close their customers at the
earliest

Month end rush: Salespersons had to
wait in long queues to use printers,
especially during the end of the month

Hassle free: No more fighting for
resources. Salespersons need nothing
more than their own computer

Inconvenient for customers:
Scheduling time for the salesperson to
come collect a signature was a hassle
for customers as well

Customer friendly: Customers can now
eSign the documents at their convenience

TCHFL’s Sanction Letter
process BEFORE Leegality

TCHFL’s Sanction Letter
process AFTER Leegality

Beyond TCHFL, 1000+ top Indian Companies are using
Leegality to build digital flows for their paperwork

Book a call

Are you ready to join them?
Get your free consultation with our Document Experts today!

Product demo tailor-made
for your use case

We’ll give you a FREE
sandbox account right away


