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Brief Description

Financial monitoring is a critical responsibility for Pennsylvania Housing Finance Agency (PHFA or the
Agency). PHFA must ensure properties are submitting accurate financial statements by required
deadlines. Agency staff is tasked with reviewing and analyzing this data, as well as, entering the
statement data into various system databases. This data is used to help determine the feasibility of
future projects and also used to monitor financial performance of existing properties.

In an effort to enhance the financial reporting process and create a more efficient way for business
partners to meet reporting requirements, the Agency created two websites (inward and outward facing)
to collect, store, and analyze year-end financial data.

1. External Statement Entry Website – External business partners enter the property’s Profit and
Loss and Balance Sheet into the website. In addition, a PDF copy of the year-end audit is required
to be uploaded to the website. The entered statement data is then disseminated to several
internal systems for review and database purposes.

2. Internal Initial Review Website – This inward facing website collects the data entered by our
business partners and sends it to the necessary database fields. Internal staff can verify/change
the information to ensure the correct data was entered. The website tracks the full life cycle of
each financial submission from time of receipt to finalization.

These two sites are fully integrated with each other. They share a common database warehoused on
our company’s IBM iSeries. As soon as financial statements are received by the outward facing website
the data is automatically uploaded to the inward facing website. The site will automatically alert, via an
email and tracking log, the analyst assigned to the property that the submission has been completed.

Why was a new system and process needed?

The Agency recognized an opportunity to use improved technology to increase productivity and make
financial reporting easier and more cost effective for our business partners. To accomplish these goals, a
change was needed from an antiquated inward only facing IBM iSeries system to a more interactive
website-based system. For several years, the Agency received feedback from business partners that this
improvement would be beneficial to their operations. Our customers indicated a desire to have the
ability to complete their financial reporting requirements online. PHFA was able to create a system that
provided numerous benefits to both internal and external users. To ensure these benefits met the needs
of all the users, we worked closely with our outside business partners. We asked for feedback during the
development stage as well as internal and external testing. This joint venture allowed us to gain
feedback and ideas from outside users who utilized similar sites. These partners included CPA’s such as
CohnReznik and many of our existing management agents, such as Pennrose Management Company.

What has it accomplished?

The benefits of these systems were recognized almost immediately after making these systems live.
Internally, the Agency saw a large work hour reduction with the new system. On average, a ten minute
per statement time reduction was achieved. Currently, the Agency monitors 1,010 properties, which
includes both Agency-financed properties and tax credit only properties. It is expected that during every
review period (2-3 month period) the new system allows PHFA staff to spend 168 hours on other tasks.
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Projects
Minutes Saved

Per Entry Minutes Saved Hours Saved

1,010 X 10 minutes = 10,100 = 168

In addition, the Agency will no longer need to file and store financial statements in a designated
retention area. The ability to store financials on an internal network versus a building storage area will
free up time and space for the Agency and Agency staff. These crucial resources will be able to be
utilized in other valuable ways.

Externally, PHFA business partners have found this system to be streamlined and cost effective.
Properties are no longer required to send two bound copies of their audit to the Agency. This will save
them both CPA fee’s as well as shipping costs. The reduction in expenses will allow operating money to
be allocated to other areas of the property. Given the time required to enter a statement on the site
(10-15 minutes), there is minimal staff time spent completing a submission.

Innovative

There is a single point entry of data for all parties involved. Historically, PHFA would have our partners
send 2 copies of their audit to the Agency. We would then process this information by entering it into
numerous systems. The new platform allows our partners to enter their data which flows to other
internal systems. The system has provided an enhanced experience by adding several responsive
features which include: direct receipt of the data via a secure website, automatic data calculations, and
validation controls that ensure accurate data is entered.

The system integrates multiple layers of data validation. External partners interact directly with the
entry of their data. Data is stored and made visible to other Agency Staff who may need to reference
this data for other job purposes. This eliminates the need for a centralized storage area. To ensure the
process is complete, emails are sent out to all involved parties notifying them of a submission. This
eliminates the need to check on the status of the financial submission.

Replicable

Each HFA data processing system is unique. What we all have in common is rethinking our internal-only
systems and extending them out to the internet to meet our customers’ needs and strengthen business
relationships. We used a .NET technology called ASNA Visual RPG that plugs into Microsoft Visual Studio
to build out our web presence and still leverage our internal legacy system investment. There are
numerous website development tools available to develop a web presence. The collected data can be
imported into existing systems and used as an opportunity to redesign other HFA’s financial reporting
process. These websites could be developed and utilized by both multifamily and single family divisions.

Respond to a management challenge or opportunity

These new websites have allowed the Agency to improve internal processes while implementing a new
and mutually beneficial way for our customers to submit their financial statements. These
improvements successfully responded to external requests to begin a transition to online reporting.
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Achieve measurable improvements in agency operations

As previously mentioned, the Agency saw a reduction in work hours needed to complete the reviews on
each of the monitored properties. This reduction of an estimated 168 hours allowed Agency staff to
focus time and energy on other important tasks. The system will immediately send data to the necessary
fields for database storage. This automated process will reduce the opportunity for number
transposition and other errors. The system has increased the accuracy of PHFA data. Additionally, this
endeavor has allowed us to further cultivate customer relationships by offering time and material
benefit savings to them.

Provide benefits outweigh costs

The Agency already had the required systems to develop these websites. The major cost was staff hours
during the development stage. These costs are minimal in comparison to the internal and external
benefits obtained by using this site. Internal and external users have saved both time and money while
having a more user friendly process to use.

Demonstrate effective use of resources

We have advocated for our most important resource, our customer, by utilizing their time as efficient as
possible with a user-friendly online experience that eliminates their need to mail in financials. Agency
staff is able to spend more time analyzing financials rather than entering data. This reallocation of time
has allowed the Agency to spend time improving other processes within the department. The automatic
transfer of data allows the Agency to access operating numbers immediately. Those operating numbers
can be used to review development applications. Given this immediate availability of data, the Agency is
able to share operating numbers with our customers. They can use this information to prepare
applications and analyze their own project operations.

Achieve strategic objectives

The Agency’s main goal in undertaking this project was to leverage our in-house technology resources to
extend our existing systems to our customers. They gained a more cost effective way to report
financials and we eliminated a timely and possibly error prone step in the re-entry of data.

Conclusion

PHFA has received overwhelmingly positive feedback from both internal and external users of the sites.
They have found the sites to be innovative, cost effective, and easy to use. We have received numerous
compliments on how easy the system is to navigate and how little time it takes for users to meet the
reporting requirements. Users have communicated to us that our site is much more user friendly than
other online submissions sites (i.e., REAC) they have used. Throughout this process we have continued
to make improvements to the site based on feedback from both internal and external users. It is
important to the Agency to hear the suggestions of the sites users. We have been able to incorporate
many of these suggestions into the sites. This endeavor was critical to our continuing efforts to build on
partnerships with the customers that help us fulfill our state housing needs.

Based on this feedback, the Agency plans to continue to improve these systems with an end goal to have
all financial reporting completed online. We believe these steps can be easily replicated and provide a
great benefit to other state housing finance agencies. We are more than willing to provide any help or
information to any other HFA who is considering progressing towards online financial reporting.
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External Statement Entry Website

The main login screen shows a list of properties that an individual users have access to. The site

administrator, typically the owner, controls who has access to a property. The administrator can control

what type of access a specific person has. Users can be granted access to view or change the

statements.

The website archives finalized entries so users can go back and view prior year information. They are

able to view the statements as well as see who submitted the previous year information.
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Profit and Loss Statement – This portion of the entry was developed to mirror the required PHFA profit

and loss statement. The accounts and order of the accounts is an exact match to the online submission.

As accounts are entered, the subtotals will automatically calculate. The sub-totals (highlighted in grey)

allow the user to catch any data entry errors early in the process. Users can enter their financial data by

using only the keyboard. For the purpose of easy navigation, the system was developed to allow users to

keep their hands on the keyboard and not have to navigate with the computer mouse. This allows for

efficient data entry.



Page 3 of 8

The system calculates what the Net Profit or (Loss) should be, based on the data entered into the

system. At the end of the statement entry, the user is required to fill in their calculated Net Profit or

(Loss). If the systems total disagrees with the user provided total, a validation error will be displayed.

The cell will highlight red to alert the user of the issue. This validation ensures the entered data is

correct.
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If the system validation passes the user will be notified that their statement was successfully saved.
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Balance Sheet – The Balance Sheet has two pages (Assets and Liabilities). There are free form fields that

users can utilize if they have an asset or liability that does not fit in any other category. These free form

fields require a description of the balance sheet item. All of these fields, including the descriptions, are

transmitted to several different internal systems. In addition, the descriptions entered will carry over to

next year’s entry. This allows the user to see what was entered last year. It also serves as a way to keep

accounts on the same line, for internal review purposes. If a number is entered into a line designated

for a free form entry, a description is required. If the description is missing, the description field for that

line will turn red.
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The Balance Sheet also has a validation process. Assets are required to equal liabilities plus owner

equity. Users are unable to submit a balance sheet unless it reconciles and passes the validation process.
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The final step of the online submission process is attaching a PDF copy of the year end audit. The user is

required to enter various pieces of information. The name and email address of the user is required. This

information will be used internally and also used to send a validation email to the user who entered the

data. The system runs a validation to ensure that a PDF attachment was successfully attached. After

submission an email, with the audit attached, is sent to a folder where the audit is saved and stored.
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Internal Initial Review Website

Management is able to use the tracking log feature to determine the status of the entire portfolio. Each

step in the review process is outlined and totaled. This provides an effective way for management to

determine the overall progress of the review period.

A more detailed tracking summary is available to determine what the status of each individual property

is. This tracking summary shows whether a property has completed the online submission process (“X”-

Web Entry Column). The Analyst is able to use each button to move a review process on to the next

step. This interactive tracking summary allows for easy progression during the review process.
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