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National Council of State Housing Agencies 
2016 Annual Awards for Program Excellence 

 
HFA:    New Jersey Housing and Mortgage Finance Agency 
Category:   Management Innovation/ 
Sub-catgeory:    Technology 
Entry Name:   Agency Consolidated Information System (ACIS) 
 
Being able to effectively input, track, monitor and report on project information, funding sources and many 
layers of data has been a challenge not only for the New Jersey Housing and Mortgage Finance Agency 
(NJHMFA or Agency), but for every large housing finance agency (HFA) across the country. HFAs, like 
the NJHMFA, are responsible for administering numerous sources of state and federal funding, a wide array 
of developer and homebuyer programs, and must be able to effectively report on funding programs, 
deliverables and accomplishments quickly and accurately.  Prior to the creation of the NJHMFA’s Agency 
Consolidated Information System (ACIS), an agency-wide, interactive, web-based, business-specific 
technology system, daily reporting functions were tedious, time consuming, and difficult to monitor for 
accuracy.  ACIS is an outstanding technology innovation, built from the ground up, by the Agency,  that 
has significantly helped to not only strengthen the Agency’s ability to produce reports on demand, but most 
importantly, it has completely overhauled the data management culture and process throughout the Agency.  
  
Respond to a management challenge or opportunity 
Prior to the creation of ACIS, when an informational/data request was generated, be it on one specific 
project or a host of projects in a specific geography, time period or by funding source, the reporting 
individual would have to go through multiple steps and sources in order to receive and verify information 
for accuracy.  This required collecting data from multiple divisions and cross-comparing the information to 
verify data, before generating a final report.  This process could take days. Additionally, when errors or 
changes were identified, they were not always corrected across divisions in proprietary databases.  
 
The need for a comprehensive reporting and tracking system was known for some time, but always 
imagined to be too daunting of a task, too time consuming and unachievable.  However, with an increase 
in the number of data requests, the need for change came to the forefront, and became the impetus for this 
new initiative.  
 
Keys to Success:  
There are many key reasons why this awe-inspiring project has been successful. This initiative was 
propelled forward as a result of agency-wide buy-in, collaboration, and most importantly strong leadership 
and project commitment at the top that allocated much needed time, staff resources and necessary funding 
to allow the project to flourish.   
 
Critical to the success and implementation of the project was the positive environment of the work team.  
The level of commitment, collaboration and overall openness amongst staff across divisions cannot be 
overstated.  Divisions went from working in isolated silos to meeting regularly for months to develop a 
system that integrates all of the reporting information and addresses mutual needs for the common goal of 
improving the efficiency of the Agency.  Significant time was spent during meetings with the three 
participating divisions (multifamily, tax credits and special needs) to create definitions and methods to 
record data that would work across programs (such as defining levels of affordability) to allow each division 
to feel confident that information was being recorded accurately and consistently.  The creation of ACIS 
was and continues to be an interactive, dynamic, agency-wide consensus-building process. 
 
Another major catalyst of the success of the development of ACIS was the dedication of experienced, 
senior-level internal staff across business divisions, under the leadership of the Information Technology 
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division.  Given the support of the Executive Director of the Agency, Division Directors felt compelled to 
be directly involved with the program from the outset to ensure success.   
 
In addition, funding was set-aside for the creation of the system which allowed for the hiring of experienced 
consultants and staff dedicated to the project, who continue to work side-by-side with Agency staff today.   
 
Project Timeline:  
• Jan. 2014: Funding was approved to design ACIS.   
• April 2014: The first prototype was developed.  Data migration and data cleansing began from the 

three source Access databases.  
• Dec. 2014: Data began to be entered into the new system with the help of temporary employees 

brought on specifically to enter project data from 2010 to present.  New data was being parallel 
entered into both ACIS as well as historic systems simultaneously until all data could be migrated 
over to ACIS.  Geographic data was made available at this time as well.  

• Nov. 2015: Several active customized reports were live as well as the dynamic, interactive 
executive dashboard feature, audit reporting, and the business intelligence template.   

• Feb. 2016: A major milestone was achieved when all parallel processing was ended, and all 
divisions were using the system live, no longer using their historic systems.  All data had been 
migrated over and was available in the system from 2010 to present.   

• March 2016: New changes have been implemented including navigation features and new 
geographic search functions. 

 
Innovative 
Combining information that spans multiple operational divisions into one interactive, web-based space has 
been groundbreaking for the Agency and has brought reporting capabilities to a new level.  The system 
provides real-time data entry updates that can be seen by any agency employee with system access without 
having to make a specific request.  For example, the system user can search the system under the Business 
Intelligence feature by entering key words, such as a project’s name, a municipality, or any number of 
search fields.  ACIS has unique reporting capabilities, with standard reports already functioning and the 
ability to create ad hoc and personalized reports as needed.  Forthcoming releases of the system will provide 
users with immediate access to a host of project specific resources, such as project images, press releases, 
formal project documentation, and associated data for a project.   
 
ACIS is now a one-stop shop for all rental projects committed by the Agency through the multifamily, tax 
credits and special needs divisions, with additional divisions and data to be included in future releases.  The 
system has created a new level of transparency in collection of data.  For example, ACIS provides a timeline 
function for each project that allows the user to view a chronological history that shows commitment of 
funding sources, major milestones, such as whether a project has become inactive, closed, and additional 
milestones are forthcoming.  
 
Unique features are described as follows:  
• Business Intelligence:  Ability to query and export 80+ data points, using 15+ data filters, 

geography, customize and save reports.   This eliminates the need to make a formal request through 
a division director or other staff person to produce a report or data.  Employees with ACIS access 
can conduct initial research independently.   

• Integration of “Site Evaluator” data: Over 500 geographic data points automatically pulled, based 
on project address, census data, congressional and legislative districts, economic growth, planning, 
and program eligibility.  

• Dashboard Analytics Page: comprehensive view of organizational data presented as an interactive, 
customizable dashboard that illustrates “big picture” impacts of Agency project development.   
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• Foundation in place to store complete story of a project, including funding sources, milestones, 
internal staff comments, supporting documents, development budget, photos, media materials, etc. 

• Mapping and Trip Planning: Ability to view a portfolio of projects on maps based on user’s request.  
• Auditing: Ability for management to view any changes to data that is entered into the system.  For 

example, if a project’s funding source or funding amount is changed, the viewer can view what 
date the change was made in ACIS and by whom.  This functionality adds transparency and a level 
of accountability to data entering and maintenance.   
 

Replicable 
Creation of a system like ACIS is certainly replicable by any HFA or institution.  The most important step 
is to lay out the vision and goals from the outset to empower staff to contribute, provide for inclusiveness, 
and ensure the project’s success.  It is also important to have clear direction, support from the top, and 
sufficient resources to undertake the project, both in staff and financial.   
 
Provide benefits that outweigh costs 
While the cost to create the agency-wide technology system was significant, the costs of not forging boldly 
into the 21st century were greater.  This system moves the Agency forward like the rest of the banking 
industry, embracing cutting-edge technologies that create efficiency, productivity and boost staff morale.  
To have continued with the status quo was no longer an option.  Having strong leadership and vision 
regarding the ultimate benefits that ACIS would provide long-term has helped to justify the expense of the 
project as worthwhile.  
 
Achieve measurable improvements in agency operations/Demonstrate effective use of resources/ 
Achieve strategic objectives 
It is without a doubt that the creation of ACIS has increased productivity and efficiency, allowing staff to 
conduct research quickly and have more time to spend on other projects that benefit the Agency. Most 
importantly, and most significantly, ACIS provides greater access to information and data, is user-friendly, 
and is accurate in its reporting capabilities.  Through the creation of ACIS, individual users can now obtain 
information on a project or a host of projects with the click of a button.  No longer is there a need to spend 
exhaustive periods of time researching, comparing spreadsheets, and then creating new reports that combine 
all the necessary information.  ACIS has eliminated the need to maintain duplicative databases across 
divisions and replaced historic systems with a single source database.   
 
ACIS has met and is exceeding the original stated goals of the project, to provide a one-stop shop for all 
agency production.  ACIS has provided a “single version of truth,” which is the mantra used in-house to 
describe the vision for the system.  ACIS records all new multifamily, tax credits, and special needs projects 
into the system, allows for updates to project funding and milestones to be recorded, and then ultimately 
can generate reports based on any number of identifying factors for a grouping of projects.  The system is 
user-friendly, increases access to information, increases productivity and agency efficiency, and most 
importantly is reliable.  In conclusion, the creation of ACIS is an innovation worthy of recognition that has 
pushed the envelope in terms of implementing sophisticated technology and cooperation amongst internal 
staff to create a much needed universal reporting system to meet the needs of a growing agency in the 21st 
century.   
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Project Query Screen  
 

 
 
 
Custom Report Screen  
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Business Intelligence Screen  
 

 
 
 
Executive Dashboard 
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Special Needs Dashboard 
 

 
 
 
Economic Impacts Dashboard 
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Business Intelligence with Mapping 
 

 
 
 
Mapping with Navigation 
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