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Data Drilling and Monthly Budget-To-Actual Reports: Enabling Visibility at all
Levels of the Organization

THE CHALLENGE

Idaho Housing and Finance Association (IHFA) is a complex organization with many different
departments and programs, especially the homeownership lending business unit that not only
purchases loans directly from statewide lenders, but also provides servicing for Idaho as well as for
HFA’s in Washington, New Mexico, Connecticut, Texas, South Dakota, lowa, Oregon, and recently
Montana. The servicing portfolio is currently over $33 billion. The accounting area tracks over 125
distinct business units recording the activities of various initiatives and departments that are reviewed
by 25 managers, directors, or vice presidents. Prior to the implementation of monthly budget-to-actual
and data-drillable reports, leaders primarily relied on quarterly unaudited financial statements and the
annual published financial statements for financial review and analysis.

Operating without periodic operational reporting poses significant risks to an organization’s financial
health, transparency, and compliance. The lack of timely and accurate information to make informed
decisions could lead to poor decision-making, budgeting, lack of accountability, limited strategic
planning, and internal mismanagement. Overall, the absence of regular operational reporting exposes
an organization to a range of risks that can impact its financial stability, reputation, and long-term
viability.

OUR INNOVATIVE SOLUTION: STEP 1 MONTHLY BUDGET-TO-ACTUAL REPORTING

The accounting department recognized the risks listed above and determined to implement reporting
that would allow managers and directors to have full visibility to their respective areas on a monthly
basis. The first challenge was to find the best way to extract the general ledger detail of over 11,000
active accounts from the organization’s Enterprise Resource Planning (ERP) system, J.D. Edwards, each
month. IHFA turned to a solution offered by ReportsNow called Data Access Studios.

DATA ACCESS STUDIOS

Data Access Studio (DAS) is an all-in-one, real-time, JD Edwards centric reporting, and Bl solution with a
spectrum of report building and delivery options. At first, we simply used DAS to extract trial balances
and general ledger transactional detail from J.D. Edwards. This data was easily exported to Microsoft
Excel from which we could manually send out rudimentary reports via email. This process was labor
intensive and time consuming. We were soon exploring automated reporting and various levels of
reporting detail.

CATEGORY CODES

J.D. Edwards allows for the use of category codes in the account master and business unit master tables.
Prior to bringing in DAS, we had not used any category codes, but the new reporting we were seeing
opened up new possibilities for labeling our data to facilitate different levels of reporting. We assigned
a manager/director level owner and a vice president level owner to each business unit. We also
categorized business units and accounts into groups to facilitate our GAAP reporting, operational
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management reporting, Mortgage Bankers’ Financial Reporting Form, and various government reports.
Now each time we pull a trial balance from our system, we simply pivot the data on the corresponding
category codes and view our data from a GAAP perspective or any other type or reporting perspective

desired.

AUTOMATED REPORTING

As mentioned, manually sending reports on over 125 business units to 25 recipients was time and labor
intensive. Fortunately, DAS has automated reporting functionality. We set up our reports to run based
on the category codes assigning ownership to managers and directors described above. Once the
Controller finalizes the review of the monthly results, the automated reporting generates emails with
each respective report attached as a Microsoft Excel spreadsheet. Managers and directors can review
their results, comparing actual results to budget expectations.

DIFFERENT STANDARD REPORT LEVELS

The accounting department offers three different levels of reporting to all managers and directors with
business unit ownership. The highest level shows all areas of the respective manager or director rolled
into one simple report. General ledger accounts are summarized into 22 standardized categories for
management reporting. This allows all of management to view financial reports across the organization
through the same lens. The next level down is a report at the general ledger account level of detail.
Here, managers and directors can compare actual results to the budgeted results at a finer level of
detail. If issues are appearing at the higher level report, the lower level report helps pinpoint where the
issues are arising. The last level of detail is the actual transactional detail from the general ledger which
is available for any managers or directors that want to see what is impacting their areas at the lowest
level of detail. This transparency invites collaboration and increases understanding between the
accounting department and other areas of the organization.

OUR INNOVATIVE SOLUTION: STEP 2 DRILLABLE REPORTS FOR EXECUTIVES

The standard reports described above work very well for managers and directors who are closer to the
day-to-day operations and need to be able to access all of the data that is impacting their areas.
However, our vice presidents expressed a desire for a comprehensive tool that would put all the high-
level information at their fingertips in a single report. The accounting department heard their feedback
and rose to the challenge by designing a monthly drillable report of financial results.

IHFA’s Drillable Financial Results report uses Microsoft Excel’s Grouping functionality to make drilling in
from the top level rollup of the organization all the way down to the business unit level as easy as
clicking a button. The highest level of the report shows a fully consolidated view of the operational
results and fully combined operational and non-operational results. The bottom line of this level ties to
the Association’s GAAP results.

The next level in the drilldown shows the rollup of each vice president and their respective areas of
responsibility. Executives can use this level to quickly assess how their areas are performing overall as
compared to the budgeted expectations. If results are on course and there are no further questions, an
executive may move on to other pressing tasks within seconds. However, if further analysis is desired,
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the next level of drilldown is at the manager/director level of responsibility. Vice presidents can quickly
check up on their direct reports and hold each one accountable for results. If deeper analysis is still
desired, one more button click will drill down to the business unit level of detail revealing over 125
columns each with a budget-to-actual variance that is conditionally formatted to turn deeper shades of
green for favorable variances and deeper shades of red for unfavorable variances. All of this put
together makes for an extremely efficient and effective way for IHFA management to review financial
results and make course correction as needed.

TESTIMONIALS

Heather Bowman, Manager, Finally Home!® - “Receiving monthly budget to actual reports has been a
game changer for staying on top of my department budget. The automated reports, sent via email, have
streamlined my ability to track income and expenditures and allows ease in staying updated. The
addition of the drillable report makes identifying variances a breeze.”

Shawn Hafer, Director of Human Resources — “When | first started there was limited access or view
ability to the budget dollars related to my department. Based on your efforts to listen to your
customers you have created an amazing process and communication flow that now allows me to deep
dive my budget movement on a monthly basis. This has allowed me the chance to address issues timely
and stay on track of my monthly spend which has been much appreciated. These reports have now
given my team the chance to affect the overall P&L more than we have ever before.”

Bruce Saunders, IT Manager — “Successful businesses make their decisions based on data. The budget-
to-actual report provided by our Finance group has the right level of detail, and frequency to help me
align our spend with our strategic initiatives —it’s like a lighthouse in the fog.”

EASY TO REPLICATE

Any organization with an ERP that can categorize and label data at the account and business unit level
can replicate this type of drillable reporting using Microsoft Excel. A reporting tool with automated
report distribution makes the monthly process of getting the information into the end users’ hands
much less labor intensive, but is not imperative at first. Each organization’s reporting journey will be
different, but if accounting departments will seek out and listen to feedback from stakeholders, a
customized and highly useful report set is within the reach of all.
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