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Objectives

• Discuss value of assessing financial condition

• Introduce concepts of ratio and trend analysis

• Examples of use of ratios and trend analysis in local 

government

• Provide overview of PHUND$



What is Financial Condition – encompasses 4 

types of solvency

• Cash solvency

• Govt. or organization’s capacity to generate cash to pay its 

bills

• Budgetary solvency

• Ability to generate sufficient revenues during budgetary 

period to meet expenditures and not incur deficits

• Long run solvency

• Long run balance between revenues and costs

• Ability to pay late obligations, e.g. liabilities such as payment 

accrued employee leave

• Service level solvency

• Ability to provide level and quality of services needed for 

health and welfare of community
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Address concerns of those in the following 

conditions

• Under strain of few identifiable problems and need a 

broader perspective

• Sense of emerging problems but difficulty pinpointing them

• In good financial condition but need systematic way to 

monitor changes & anticipate problems

From Financial Indictors for Local Government, Sanford Groves, et al., 1981
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Financial risk must be routinely mitigated. Waiting

until you are in the eye of the storm is TOO late.



XXXX said the health department has come to a critical point financially. He has 

worked at the Health Department for 23 years, spending the past three years as 

assistant director.

"We don't have the resources to carry the number of uninsured patients we have," he 

said. "We have redirected those patients to other safety-net agencies in the area."

Over a thousand patients of the health department began getting notices of 

cancellation in mid-October, but officials say the problems started long before.

• Use of financial ratios and trend analysis would detect such problems

• Yearly decreases in previously reliable funding streams, i.e. Medicaid, State 

Funding for Primary Care, Patient Fees

• Expenditures exceeding revenues, reliance on general (trust) fund

• Increases in AR and write offs

• Health Dept. PR nightmare – viewed as unable to financially manage, loss of 

community trust 

Health Dept. Cutting Expansive Primary Care 

Program (In the eye of storm w/no mitigation of risk)

In the News



Financial Condition & Risk Mitigation

• Service level INSOLVENCY for this agency

• Cash INSOLVENCY – using general fund and 

other budgeted program dollars to cover one 

program’s deficits

• Needed ongoing assessment of financial 

condition and risk mitigation – prevention and 

preparedness
•Promotes management practices where information is 
turned into knowledge that can be used to anticipate and 
respond to unexpected events 



Questions from Current and Potential Funding 

Stakeholders:

What are major sources of revenue?

What is the trend in these revenue sources?  Up, down, up 

and down, by what %?

What is the relationship in the last  FY s between agency 

total revenues and total expenditures?

What liabilities exist, e.g. leave liability? Pension liabilities?

Days of revenue in Accounts Receivables?  Percent written 

off?

How many programs are self sufficient, i.e. allocated/earned 

revenues >= expenditures?

Part of Mission/Community Priorities?



• Financial ratios 
• Calculated from organization’s financial records and 

relevant demographic data sets
• Calculated using a  numerator and denominator, looks 

at relationship between 2 financial indicators, e.g. 
revenues and expenditures

• Examples:  
• % of different sources of revenues/total revenues
• operating surplus or deficit (total revenues – total 

expenditures)
• % of total budgeted revenues received

• Trend Analysis 
• Comparisons are made with prior budgetary periods 

(trend analysis) and with other similar organizations 
(benchmarking)

What is Ratio and Trend Analysis?



Categories of Financial Indicators

Classified according to the information they provide:
Revenue

Growth Flexibility

Diversity Dependability

Expenditures

Growth Priorities

Productivity Effectiveness 

Mission 

Community needs Financial Alignment w/Mission

Community

Population Poverty Levels

Growth Age

1
0
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Examples of Revenue Indicators

Revenues per Capita 

Budgeted Revenues

Sources of Revenues
Federal Medicare

State Grant

Local Fees

Other Dedicated Property Tax

10/24/2007



Financial Indicators:  Expenditures

 Expenditures per capita

 Employees per 1,000 county population

 Fringe benefits as % of total salaries and wages

 Salaries & wages as % of total expenditures

 Administrative expenditures as % of total expenditures

 Chronic disease program expenditures as % of total 

expenditures

 Public health preparedness expenditures as % of total 

expenditures

10/24/2007



What is PHUND$?

• Overview 

• History

• Current status

• Future plans

• Features

• Value to local health departments



Overview of PHUND$

• Web-based public health financial data collection and 

analysis portal hosted by NACCHO

• Provides LHDs with timely, reliable and uniform data to 

support assessment and decision-making

• LHDs enter financial and demographic data, and 

PHUND$ generates:

− Ratio and trend analysis

− Dashboard

− Benchmarking against peer agencies 

− Analysis of program financial performance



History of PHUND$

• 2006 – 2012

− Development of ratio & trend analysis tool (precursor 

spreadsheet to the web-based portal)

− Demonstrations and testing of tool in: Florida, Ohio, North 

Carolina, Kansas, West Virginia, and Kentucky

− Development of PHUND$ web-based portal

• October – November 2012

− Beta test of the PHUND$ web-based portal

• January 2013

− Launch of PHUND$ web-based portal



Current Status of PHUND$

• 239 Users: LHDs from 39 states 

• Ongoing activities:

− Technical assistance

− User conference calls

− Overview presentations

− State-wide trainings, demonstrations, workshops

− PHUND$ database audit



Future Plans for PHUND$

• PHUND$ 2.0:

- Updates based on user feedback

- Revisions to data fields based on usage

- State upload feature

• Development of ratio standards specific to public 

health agencies



Features of PHUND$

• Ratio  and Trend Analysis 

- Use to identify areas of risk

- Control cost and expenditures

- Monitor collections and billings

• Program Sustainability (Surplus/Deficit Analysis)

- Use to assess program performance

- Identify deficit drivers 

- Identify programs needing QI or elimination

- Rncourages review of ROI 



Features of PHUND$

• Dashboard

- Use for national comparisons 

- Realign expenditures to mission 

- Analyze agency reserves

- Support for funding requests

• Benchmarking

- Use for peer comparisons

- Expenditures and cost control

- Promotion of revenue generation and diversification

- Support funding request

- Policy analysis and development



Local Governments and Financial Ratios and Trend 

Analsysis (Financial Trends Monitoring System FTMS)



Website:  

https://www.nctreasurer.com/slg/Pages/Fiscal-

Analysis-Tool.aspx





Turnaround

Revenue and Expenditure Trends - Turnaround



Revenue and Expenditure Trends –

Operating Surplus or Deficit



Revenue and Expenditure Trends –

Total Margin (Ratio)



Florida - State-wide Pilot of PHUND$-like Tool



Florida LHDs - Total Margin, 2008

Deficit



Florida LHDs - Revenue Per Capita, 2008



Florida LHDs - Accounts Receivables Written Off 

as Percent of Total Collected, 2008



Case Study – Mahoning County District Board of 

Health, Ohio

• Beginning in 2006 a 

combination of losses in state 

grants, programs with chronic 

operating losses, and fee 

declines led to succession of 

annual operating deficits.

• Ratio and trend analysis 

allowed LHD to identify areas 

in which to apply turnaround 

strategies beginning in 2008.



Leading Financial Ratios (Dashboard Indicators)

Item 

Number Local Public Health Agency (LPHA) Financial Data 2006 2007 2008 2009

2 Federal Revenues as % of Total Revenues 21.7% 21.4% 17.9% 24.7%

   (Federal Revenues/Total Revenues)

3 State Revenues as % of Total Revenues 5.7% 6.9% 8.5% 8.6%

   (State Revenues/Total Revenues)

6 Medicare Revenues as % of Total Revenues 0.9% 0.5% 0.5% 0.3%  

   (Medicare Revenues/Total Revenues)

7 Total Grant revenues as a % of Total Revenues 26.3% 27.7% 24.0% 23.4%

   (Grant Revenues/Total Revenues)

12 Total Margin -0.7% -3.2% 4.5% 8.7%  

   (Total Revenues - Total Expenditures)/Total Revenues

13 Operating Ratio 0.99 0.97 1.05 1.09

   (Total Revenues/Total Expenses)

18 General Fund Balance as a % of  Total Revenue 20.5% 15.8% 19.7% 29.0%

   (General Fund Balance/Total Revenue)

37 %   Programs w/Completed Cost Analysis   36.6% 48.8%

   ( # of Programs w/Completed Cost Analysis/Total 

Number of Programs)

23 Administrative Expenditures as % of Total Expenditures 12.9% 13.2% 15.5% 14.8%

   (Administrative Expenditures/Total Expenditures)

24 Average Accumulated Employee Leave Liability    86

   (Total Accumulated Employee Leave Liability / Total 

FTE) in 8 hour days
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Operating Deficits by Program Area: 

Mahoning County, Ohio

• 2006, 2007: Adult day services (ADS) large deficits

• 2007: Total agency deficit ~4.5x greater than 2006



PHUND$ Web Portal - http://phunds.naccho.org 

• Confidentiality and access to data



PHUND$ Web Portal - http://phunds.naccho.org 

• Request an account: go to home page and click 

“Agency Sign-Up” button 



PHUND$
http://phunds.naccho.org 

• Enter short form data from the “My Data” page



PHUND$

• PHUND$ short form



NC State Extract

• 6 of the 12 Core Financial Indicators Available through 

WIRM or State Controllers Office, maybe more

• 10 of the Other Financial Indicators would need local input 

• Demographic data could be centrally populated*



PHUND$ Web Portal - http://phunds.naccho.org 

• Data Dictionary



PHUND$



PHUND$

• Ratio trends results



REVENUES PER CAPITA

Total Margin =

(Total Revenues – Total 

Expenditures) / Total 

Revenues

Operating Surplus or 

Deficit = 

Total Revenues  – Total 

Expenditures

Operating Ratio = 

Total Expenditures / Total 

Revenues

PHUND$ Web Portal - http://phunds.naccho.org 



PHUND$

• Program analysis tool



PHUND$

• Benchmarking against other LHDs in PHUND$



PHUND$

• Benchmarking results



PHUND$ Tools Provide Answers for LHDs

• What expenses need to be reined in?

• Are administrative cost reasonable?

• How diversified are agency revenues?

• Can declines in revenues be forecasted?

• What are demographic and economic indicators that 

could impact agency financial status?

• What are trends in revenues and expenditures?

• How many programs must be subsidized because they 

cannot operate fully from dedicated or self-generated 

revenues?



Q & A



Thank You

PHUND$ Team at: 

phunds@naccho.org

202-783-1376

mailto:phunds@naccho.org

