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ABSTRACT

The objective of the study is t> determine if the Navy
is following sound implemantation procedures whan a new
system is introduced into the organization. Cas2 studies
ar2 employed to determins what problams occur in a specific
implementation process anl whether or not the problems which
dij appear could have been avoided by an improved
implementation process. This objective is accomplished
through a comparison of th=2o0retical aodels of change and
implementation procedurss found in azcounting and related
literature +o the actual implementation procedur2s employed
by the Navy in the case stadies. TIh2 conclusion of the
thesis, although the sampl2 size was limited, is that the
Navy does have a sound process for implementing change in
its management ccntrol systems and thiat the implamentation

process s used.
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I. L[§IRODUCTION

A. RESEARCH QUESTION

The Navy has requesteil for FY83 2 $71 billion budget for
Fiscal Year 1983. Within this budget request the largest
single appropriation is for Operations and Maintznance of
th2 Navy at+ $19 billion. According t> the Navy Accoun<ing
and Finance Center (NAFC), there are over 7000 Naval
activities for which financial accouating is reguired.
Adlitiorelliy, the Navy has 43 major accounting systems, of
which 33 are approved by the Ganeral Accounting O0ffice (GAO)
and the Office of Maragament and Budjyet (OMB). These
acsountirg systems are part of the broader managsment
control system which is da2sign2d to assure that rCesources
ar2 acquired and used efficiently ani sffectively.
Implementation or changss to thesa systems can affect <he
efficient and effective us2 of the Navy's resources.

The purpose of this th2sis is to attemp* > answer two
questions concerning ths implementation of managsment

control sys-ems within th2 Navy. Th2 Jues*ions are:

th
[0]
)

1. ©Does the Navy have 1 thecretically sound process
impiementing change in its managemsnt control systems?
2. Is the implementation process 1s24?

9
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a) If the implemsntation pracasss is not ased, why?

b) If the implementatior procsss is used, hew is it

us2d4?

B. OBJECTIVE OF THE STODY

The objective of the study is *o dstermine if the Navy
is following sound implsm2ntation procedures whsr new
system is introduced iInto the srganization. Case :udies
ara employed to determine what probl:zas occur ia secific
implemertation process ani whether or not the problems which
dil appear could have besen avoided by an improvad
implementation process. This obja2ctive is accoaplishz4d
through 2 comparision of 1 theoretical model of change and
implementa*tion procedurss found in accounting and related
literature +o the actual implementation procedures employed

by *he Navy for the cass studiss.

C. RESEARCH MET HOD

Iricrma=ion gathering for Tui3 za:3sis inclui=d librarny
r=s=azc., phone conversations wi=-h c=-sonnel from the Yavv
Acc-unting and Finance Tenter (YAFZ), =-he Offic:z of +he Vzvy
Coaptrolier (NAVCOMPT), th2 Fleset Yacsrial Suppor+ O0ffice

(74S0), the Naval Supply Canter (NST) San Diego, aad

personal in*erviews with pa2rsonnel from the Naval

1
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Postgraduate School (NPS) Zomptroller and Administrazive

Sciences Departments.

D. THESIS ORGANIZATION

Chapter II provides a oackground in the sutizc=e of
management contrcl and iaplementatioa., This chzpzer revizws
+hs maragement ccntrol anil system imdolzmentation litera<urse.
In Chapter III the author 2xamines two models >f
organizational change. 1In preparation for thrsz case
stﬁdies of implementatiorn, in Thapt2: IV the aanthor raviews
ths history of the Integrated Disbursing and Accounting
Financial Management Syst=n (IDAFMS) adopted by the Navy; a
change in +he guidance with regard t> 2xperse/investment

cri<eria which affect th

(11}

eamploymsnt >f Navy appropria+ions;
and the Zuwplamen+tation of selected standardized and
cornsolidated financial documents. Ia Chapter V, the case
studies are used *o examinz ths impl:zasntation of a specfic
pervionr c¢f the Integration of Disbursing and Accounting
(iDA) as it was implement23d 2% the Naval Postgriduate
School; *he change in the 2xpense/invaestment criterion; and
th2 implementation of the changed standard docuaants. The
implementa*tion procedurss =2mployed ars compared to <he

theozetical implementation prozadurzss 3iscussed in Chapter

11

|
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II. Chapter VI provides conclusions and recommendations of
spacific Navy management control system implementatiorn

processes based on case studies.

12
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In order t5 review th2 Navy's ma2thod of implamentation
of management control systams, it is n=scessary ¢o have an
unlerstanding of managemsnt control ind implemsntation of
managemen* control systams. This discussion will provide
informa+tior, first to undarstand ths gsneral mak=zup of a
naragement control systsm, how the par*s are rela<ed, arnd
second, to Identify key staps and relationships necessary
for successful implementation. Thz intention is for *his
chapter is +o provide an overview of managemen* Zorntrol
systems., Additiocnal readings are sujygyested for readers who
desize =c investigate tae nateriél i1 greater datail.

The managemen: control sec=ion o5f =zhis chapt=srz irnclud-=s

a 3:firi+ion and general 3iscuzszion 2 accountiagz and =hs

v

forral 1&naga2men= cOntro>l sys+:za arni concludes with 2

discussicn of the managamant conzIIol

ti

ocess. Ths secorni

%

sectlor of this chapter discusses imd>l=mentation and

e
'_In

provides a discussion of the problzms associa+ei with
implementation, defirition of implzmzntation, an example of
implementation models, an? concludss with a discussion cf

how o avoid conflic* wi+h +he implznasntation process.

13
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A. MANAGEMENT CONTROL

Maragement ccntrol is Jefined as the process by which
management assures that ai1 organization carries sut its
strategies effectively anl efficisntly [Ref. 1:pg. 3].
Management contrcl is part of the larg=sr planning 2ard
control process which includes strata23ic planniag and
oparatioral control. Strategic placaing involvss the
determiration of the broai goals of thz organization, as
well as the procedures for obtaining the goals. Stra<sgic
planning is a predic+ive process d2aling wi*h thes ex*ernal
influences on an orgarization. Th2 purpose of the process
is to determine policies which will 2nable the srganiza“ion
to achieve its goals. OJparational control, on the other
hand, attempts to assur=2 tha* thes tasks of *he srganiza+ion
ar2 carried out as efficiantly and zffactively as possible.
Oparational control is concernsd with the day %to day
oparatiors of the organization, with specific situations or
organizational tasks [Ref. 2:p3g. 401-8415]. Both strategic
plarning ard operational con“«rosl ar=2 nscessary £2r an
oryanization. This thesis is concara=2i with management

control.

1
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Cammann and Nadler [Ra2f. 3:pg. 65-66] have studied <his
ar2a and raise the question as tc why there should be
management control systams. Many organizations :ternd *o
sperd large amounts of mon2y, tims, and effort on control
systems, only to find that their organizational
effectiveness sometimes da2creases. They conteni +he
decrease in effectiveress occurs bscause managars teni tc
want to modify the systems. This occurs because most of the
control systems used ars 2ssentially p2c-formanc2 measuremen:
systems (i.e. budgetary, nanagsment information, and
financial accounting) and the managers attempt td improve
th2 techrical aspects of the system. Cammann 2ad Nadler
argue tha+t managers shoull be trains? and devcte thesir time
tc use cf these systems, instead of spending ar inordinate
amount of time trying to iaprove *h2 tschnical aspects of
the systenms.

1. Accounting Systzms

The management control syst2a is broken in<o two
+types of con*rol systems. First, th:r2 is admiaistrazive
control which deals with the plans of an osrganization, and
its procedures and records which ars associa%ed with

financial transactions. 3S2conily, thsre is accounting

. P SN P Aande B Dt B i et PPN S - a2 — e




control, which places its 2mphasis on safeguarding assets,
and the reliability of financial rscoris.

Herbert [Ref. 4:p3. 123 ] arguies *hat a go5od systen
of management control emphasizes intarnal control. The
management control system should include a statasment and
plan for accomplishing objactives, pdlicies ani practices
for departments and ernti+i2s, and lastly, an effectivz
system of review at all lavels.

Through +he use of an accounting system, monizoring
of performance can be accomplished and a determina*tion made
tc assure that actual performance is in accordaance wi+h the
orjarizational goals and objectives. The accounting sys<zm
provides historical :information whica is operational in
nature with regard to cost. The manag=ment coatrol systea
then uses +his information as a basis for estimations of
what could and should happan ir tha future. This
information ZIs *hen usei as an input to strategic planning
(Ref. 1:pg. 10].

Additionally, accounting data and Iits iaterpretation
arz useful for evaluating nanagerial sffectiveness. This
relates directly to the da2finition of management contccl,
which eanphasises carrying osut stratzjies "efficizntly and

effectively."




fhis section has 2rovidad a brief description of <+he
relationship of accounting to managsm2nt cecntrol. Apperdix
A provides a more indepth look at acsounting, including
discussions on both the F2ieral ani ¥Yavy systems. Th=2 resxt
sections are an attempt t> show the iynamic nature of the

management control systam. Includad are defiritions of key

ot

A SN s
L e e ]

steps in the process and a description of the connection
bet ween independent variables and soatrol tools.
2. The Formal Mapagsmz2pt Control Systen

Anthony and Herzlinger note that the management

control process *akes placz in an orjyanization which

LN 2 e ana 4 v—
PR S0 . m. o drae
AU CeT L A
LT P TR
St PR

"already exists, has goals, and has 3s2cided on broad
strategies for achieving these goals." (Ref. 1:pg. 14].

Tha orgarization has both 2n informal and a formal

structure.

The infomal structure is primarily comprised cf
irdividuals and small groups, with th=2ir own informal goals
anl objectives [Ref. 1:pg. 18]} Thz individuals and small
groups may or may no* be aware of th: broader gsais of <h=
formal structure.

Contrasting with the informal structurs is the

formal structure which has the overall mission objectives, a

17




_____ -

structured functional hierarchy, ani a1 formal coamunica<iorn
network. The management control syst3m is designed for +this
formal organization. The steps in such a formal managemen+
control system are the folliowing:

Programming. Within th2 framework of programaing
decisions are made regarding major programs, goals and
strategies of the organizatior. Tha Programming step
adjusts the broad goals ani strategizs.

Budgeting. Within the framework 5f budgeting a monetary
plan is developed for a spacific tims2frame and
responsibility is assigned for usage of organizational
resources. Ths budget sp2sifically addresses orgarizational
objectives and is a referznce for th2 monitoriny of
financial activity.

dperating and Measurement. Within the framework of
oparating and measurement, resd>urc2 consumption and
orjanizational outputs ara nota2d. This helps assure <that
the organization does not 2xce2d its normal budgert.

Reporzing and Analysis. Within this framework accounting
ani other informatior is sammariz=d, analyzed, and reported.
Comparisons are made of plannel versas actual iaputs and

outputs. (Ref. 11pg. 14-17]

13
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Externel
Information

Pigure 2.1 Phas2s of Manay2ment Control.

Fiqgure 2.1 shows tae rslatisaship of *he steps of

+h2 manragemen* ccntrol system, Eaczh s%ep rgecurs in a
regular cycle, and is inflienc2d by =zx%=rnal, rz2lavant
information osn a con+inuiny, systesma:ic basis.
3. Design arnd Implap2ntation z21siiszations
Amigoni [Ref. 5:p3. 279-291] iiscusses dzsigning 2ni
implementing manag2ment co2atrol syst21s. The discussion
highiights three items. Pirst, th2rz aust bz 3 J=2firi+ion

of the charactzristics >f “he >rgaxrization ard its

13




ervirornment which actually influence the managsmant con<rel
system. One of ¢the characteristics jiscussed is struczural
complexity. Structural complexity rzlates to th=z rumber of
responsibility centers within the sr3yanization as well as
the overall size (divisions) of th2 organization and
information demands. Por 2xample, co>nsider the case of the
lone entrepreneur, who in 3 sense is the entire
organization. The entrepr2neur makes his own d2cisions and
requires only information that he s22s as relevant to make 3
decision. This can be contrasted to an organization with
many individuals and sub-uni*s with thair own goals and
motivation which is 1liksly to have d2mands for more and

dif ferent information. Th2 indiviiual entrepreneur
represernts a single point of contact or receptor. The
larger organization, howsvar, has aultiple contact points or
receptors. Differences i1 the structural complexity affect

how +the organiza+ion rela*2s to its znvizonment. It can be

said that the entrepren=zucr organization has lowar structural
complexity +han *he organizaticn with many individuals and
subunits. A prime concern when implam=nting managemea+
control systems is the relationship between the environment

and the organiza*ion. Whzn developiny a managspa=nt contrsol

2)




systea, the organization aust be aware of the needs of tke
environment. A oconcern for managers is tne signal received
from the environment and how t> react to the signal.

Amigoni's second point is th:2 Zdentification of key
features of a maragement control systsm which will be
monitored. For instancs, he argues that there are eight
distinctive features which can describs a managsment control
system. One example, quickness, is the measure 5f how "much
time elapses between the sc>curancs of an environnentai even+
ani when a manager reacts. A second 2xample is the degresz
of detail of a ccntrol system. Tha i=gree of dstail is
primarily concerned with +he number >f aggregations in which
rtad financial data is collac*t2d ard classified. Amigonit's
discussion of features to be monitor23d indicaztes that a
major step in “he design >f th2 manajyzment control system is
such an Identification.

lastly, Amigoni iajicated thzrs should be a
relationship between the variables pf the organization, kay
f2a+ures of the management control system, and con*rol
tcols. There are many coamb inations >f indepeniznt variables

of the crganizaton (e.g. siz2, structure, infcrmation needs)

distinctive features (e.g. degree of 3i=tail and guickness),
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and control tools (e.g. fiaancial accounting, ratio
analysis, cost accounting, and operational budgst). The'
injependent variables of 21 organization can influence both
the key features of a manajement con“rol system and the
control tools. Additionrally, the zontrol +tools can be used
to influence the key features of the organization. Arn

example is cost accounting, which m2y impact “hz relevarnce

w

of a particular cost if direct costs are shown, ard formal
responsibility, if variances analysis is done.

Amigoni uses Figur=2 2.2 to iijicate ths conrection
bet ween independent variables and coatrol %ools in ar
organization (Ref. S:pg. 291]. He acgues that in the
relationship between indepandent variables and contrcl
tools, there is a *rade off between w#hich tools are used and
+hs corresponding degre=z >f *urbulancs in “he organza=zion.
In stable envi-onmen*s certain con+trols work wa2ll, but
falter as the *urbulencs increases. With an increase of
complexity, control tools zan be adi2d and s%ill func%ion as
designed. An example of Ianterpretiag Figure 2.2 is Iin
examining an organization >f low complexity (i.=2. an
entrepreraur) and a low dagree of turbulence (i.=.

environmental stabili+y). All that nay be required to make

23
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managemert decisions is tha2 us2 of financial statemsn<ts. If
an organiza*ior has both high complsxity and turbulence,
numerous control tools may b= requir2d including a multi<ude

of accounting reports, moia2ls, and plans.

B. IMNPLEHENTATION

The following section lefines implamentatioa, reviews

some general problems tha* can occur 3uring implementaticn,
describes selec*ted implszmsntation noizls, and concludes wi%h
a review of methods to avoid conflict during the
implementation'process.
1. Implementation Definped
Schultz and Slevin [Ref. 6:p3j. 2] have several
descriptiocrs of implementation., .First, in simple terms, it

is "best described in terms of organizational change, in

particuiar, ir tarms of cianges in dzcision makirng by

5; managers." Schultz and Slavin creiit Randall L. Schultz

EE (1975) for noting that "since aot all changes ia decisiorn

Ej making ars necessarily 3o>i, successful implementation would
o

;f refer nct only tc changed lecision miking but to> improved

E! dezision making." They emdhasize that -here amust be

Ef organizational validi+ty for some thinjy <o be implemented.

1  Compatibility with existiang organizatisnal practices and

L
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user needs is essential. They conclalde their discussion by
saying that from a behavioral perspactive, the successful
development and use of an implszmentation model o>r technique
results In "a positive chiiage in organizational
effectiveness." [Ref. 6:p3. 4]

Ginzberg [Ref. 7:pJ. 85-87] says that iaplementa+ion
is "a prccess of srganizational char3y2," and provides "a
spacific, tangible output, a product." In ordsr for
implementation to occur, the user aust believe that thers
has been change and that his goals and objectives have been
met. Implementatior is a process which may covar a i1Isngthy
tine period, possibly, 2-3 years £roa the “ime the decision
is made to proceeé with system deva2ld>pment and the actual
date of using the new systam [Ref. 1:pg. S41].

There are a* least two views of +he implesmentaticn
process, from “h=2 managamant scisntist and the user. The
management scisntist sess implamenta:ion as design through
the time tha* output is raceivad f£ron 3 system, while <he
usar does rot recogrnize an impl=amentition process as being
conplete un+til the implzmanted systen is functional
(Ref. 7:pg. 87]. Consiiering the rolzs of both parties, it

is no%t evident that +he us2r is actuilly ZIrnvolva3d unti

N I P LIPS .
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training begins priocr t> the operatisn of the system. 7o
suamarize the process Ginzberg defin2s implemenca+tion 2s
"baginning with the first thought of implementing the sys=enm
ard not ending until the user is satisfied that he is in
centrol of the system or has abandon2d the projact.n®

(Ref. 7:pg. 87]

Why is implementation studisi? One way maragement
decisions can be improvsd is through u:ilization of models
ard methcds, and this raquizes new 211 seful applica%ions
of models and mezhods. Also, continiing researzh on
implementation will enhancs th2 unisrstznding of
organizational processes, theories >f change, and behavioral
implications for organizational persormance. _Ref. 8:pg. 4]

One way %o study the impl=msntation process is *+o
examine what actually goes into th:s process. Figurs 2.3

nt2 ths ilmplementation

.l-

shows a sample of what may go
process. Ini+®ially, thsrz is 2 problem which has been
idsntified (the perceptioca of the problem may or may not be
cor-ect), along with a desire for 2 sdolution. The solu*ion
is sought within the organizatioral 3J2als and structure.

Onse *he "iaput" and "ageat "™ criteria has been specified or
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determined, it is time for a model t> be built to solve

correct problem. In thz n2x%* step “h2 solution to <hse
problem is made available to the organization. If th=
solution is actually impl2mented, than one woull expect *o
se2 changes in the behavior or decisiosn making o2f the

the

manager or organizational subunit [R2f. 8:pg. 5-6]. In

context cof this example, implementation refers to the
"actual use of Operations Research/Management Science

(OR/MS) output that t'influances! thzir decision processes."

inputs
Organizations
Goais
Problems
Processors Outputs Effects
Constraints
Model Activity Change in managers’
Criteria building behavior
Projects
Problem Change in organization’s
Solving Modets behavior
Agents
Solutions
Researchers
Managers
Figure 2.3 Ingradients of JR/MS Activity.

(Ref., 8:pg. 6] What do we now know? By using a process for

idaptifying a probiem and solution, nanagers caa learn how

the orgarnization r=zacts.
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3. Implementation Mol

w

Implemen*ation aodz2ls are uszful *o show a
relatiornship between the i1ynamic human and organiza<“ional
elsments. Implementation models 21s> provides a2 means to
test hypotheses about implazmentation behavior. Modals can
be used to synthesize what will happsn with humza and
orjanizational relationships. A mod=21l, however, doss not
necessarily =2xplain nor justify ths 2ntire implsmenta+ion,
possibly only a portion of i+ [Ref. 3:pg. 9). Figure 2.5
shows a collection of implamentation models, depicting the
many possible combinations of factor and variables which ar=
hypothesized as :influenciaiy +the impl:smenta*iorn process.

Each of the implementation models havs a general structure,
involving a dependent variable, whica is some m2asure cf
implementation, and indsp21dent variables, which explain <=he
cutcome cf =he iwmplementation procass. Implementa“ion is a
functicr of some set of independent variables. The

indeperdent variables diffar from mdoi2! to model bu* each

influences of the implementation prozess. The analysis irn
Chap+er IV at+tempts to utilize this visw of implzmentation

t0 show *he deqgree of sucs2ss with 223 implementation of or

set cf variables attempts to captur2 the mos%t significarnt
o
4
s
“ a change *o 2 management control syscaa.
r..
!
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A. Schultz and Slevin (1)

Organizational validity ~~_ Probabulity of success

Small group variables
Technical validitv /(0' model)

Individual variables }
Qrganizational variables

8. Gibson {implied)

Personality typs . —* Perspectives of users

Business history and changes in it
Social history and > === Knowledge of organization—e impiementation
social structure by model builder behavior
Task pressures Characteristics of
model
C. Bean ot al.

{Eight modeis presented by lifecycle phase)
Structurasl vuiabln\

Organizational implementation rate
Behavioral variobhs/

D. Souder et al.

/ Organizational factors \
Model characteristics

N ~

€. Schuitz and Slevin (i1)

Willingness to adopt

Personal decision variables

General attitudes

Worth intended use ————sActual use
Specific attitudes

Performance Situational factors
Interpersonal

Changes

Goals

Support/resistance

. Client/researcher

. Urgency

NPMawN -

f

niey

Product technical advantaqos\
Top management support
Product urgency

Manager’s behavior
Researcher’s behavior
Hosulity to OR/MS
Resistance to change

Produce compiexity

Peer group behavior

Past performance

fient resistance ———————=Probability of success

(Ref. 6:pg. 12-13]
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Figure 2.4 Models »>f the Implzmentation Process.

29

P S O W W S W

v T ™

& ¥ 2

r




ERUEAVEY P-ASERUOIRERR B9+

.-

4. JImplepentatiop Sonflict

The implementation process can be greatly hampered
by the attitude cf affect2d personnel, leading to an
unwillingness to cooperat2 and a r=2fusal to participa%e in
design and operation of a systazm. EBin-Dor and 3zgev
[Ref. 9:pg. 153 ] discuss two major causes of conflict
betweenr users and impleaeators, "chaige resistance" and
"power relocation.” In th2 first case, they uss “he exampls
cf how arn imposed system, #ith all >f its uncertaintiss,
could frighten people and caus2 resistance to change. In
the secord case, they sugy2s+* ther2 could be affacts on
managers with the impact they have within an organization,

and additionally, on ths actual usars of the systems.

r

Ein-Dor and Seg2av argus that resistance which
becomes apparent during %a2 implementation procsss stenms
£rom uncer+ainty and a feir of the uakrown. Minimization of
th2 problams ¢an be achisvad through better communica%ions,
which cculd allow employe2s to know thair role within <he
organization, and ins+ill a2 grzatsr f22ling of
participation. The following points, while +*hsy may not
guarantee successful implamentition, are critical to5 <he

process [Ref. 9:pg. 158-153]. They ace 2nsuring bet:er

K}
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G. Lucas
Quality of model =——=———-s Attitudes
Decision style ____——2 Individual use

Sityational and
personal variables:

H. Sorensen and Zand

OR/MS projects
Organizational
and Change process \

individual es—————— {unfreezing, changing, Implementation
factors refreezing)
(implied} (implied)

I. Mitroff {implied)

Self-understanding————=Muytual understanding = Successful /mplementation

J. Vertinsky, Barth, and Mitchell {broad categories of a complex model)
Personal factors y

Group factors Specified

Organizationsl factors relationships

(Environmentat factors)

Use/impiementation—

I Performance ————————— Payjoffs
1

K. Huysmans
Environment == OR Science
l .- Organization\\\
Manager"/ \Gﬁ Capability

'
[}
i
I
'
4

bt OR MO e e e e e e =
{implied)
OR Success
L. Reismen and de Kiuyver {implied)

Client—-sponsor relationship
Organizational setting Likelihood of
Task force organization successful
Implementation planning impilementation
Comrmunication of methodology (assessed a

and results Systems factors ———=epriori and
Technical data collection revised and

factors updated)

Validation “‘efficacy’’
Evaluation nrocedures
Managerial involvement

{Ref. 6:pg. 12-13}

FPigure 2.4 Contiaanzd.
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communication, organizational committment to <h2 systan,
formal controls and evaluaticn procelures are establisnhed,
bet ter understanding of orzanizational goals, better role
definition between users and implementors, emphasis on
cooperation between interasted partiss, and improved

feedback on performance.

C. SUMMARY

This chap*er has look=z1 at both thz manag=2m2at control
process, conflic+t within the orgarnization, and a descziption
of implementation. An important aspact of the 2ntire
process ar= the behavioral considsrations, and what must be
done to affect clange. Th2 next cChapt2- looks at two
thzoretical change models. One mod2l will be used as a
me-hcd fcr analyzing the success of th2 Implementcaticn or a
chinge to a maragement ccatrol syst=za within a Navy
environment. The other mojel's function is to h=1lp explain

th2 models used :in the analysis.

32




III. MIDELS QF CHANGE

Management scientists are constaitly attempting to bring
about change in an organization by applying modzls and
techniques to the problems of tae 5rjyanizations. During a
pr>ject, an influence relationship 3z2v2lops betweer the
managemert scientist and the organization. Ths ultimate aia
is to cause change in the >rganization. Onfortunately, in
many cases *he mcdels ace not implam2ntad and lit4le or 2o
change cccurs in the organization. _Ref. 10:pg. 217]

There is a natural tendency on tas part of >rganiza%iorns
to resist change. Indiviiuals within orgarizations becoms
adjusted *o stable condi<ions and ovar a pericd of zine
perfcrmance of many *asks become routine and habitual.
Individuals learn how to satisfy thair needs within this
stible enrvironment. <Chanjy2 upsets tais stability and is
threatening. 1I* intrcducass uncertainty in organizations and
rejyuires adjustment on th2 part of ths organizatior members.
This resistance to change is sometim2s beneficial bacause it
provides stabili“y to an organiza<tioa. When change is
nezessary, this resistancs must be ovarcome. [Ref. 10:pg.

2171
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Keenr and Scott Morton [ Ref. 11:p3. 190-192] argue that
most managemant scientists are indiffsrent to the main
concern of the decision miker which is "the uss 2f ths model
rather than the model its21f." Whils the manag2ment
scientists are competing with peers trying to come up with
ths bes* mod=21l, managers jus* wan* s>mething that works.

Ths professional journals are full of "elsgar+«" mdodels bu+,
agair, managers want "results."™ K221 and Scott Morton stats

that

"...while managers have no clear iisa or how *o
implement information systems, twdo things are clear:

1) Inmplementation is their first concern.

e one_in which
hnology to be usad

2{ The manager's r=alit
en ec :
nl not impos=3 on it."

is
imp entation takes pla:eg th
aust be adapted to that contex
( Ref. 11:pg. 192]

th
et
ta

Implementation has thus far ba3n 3Js=scribed as a changs

~l-77‘r“f_".vrvlvv-
A :
. PATSE A .

praocess. In order to effact charges, a systematic approach,
using valid modals is essential. OJ3f the many mojels

available ¢c¢ manag=zmen* scientists, two models, the

Lewin-Sckein and Kolb-Frohman models of change, have been

proven successful and are discussed ia this chapter.

[

i. While the two models hive similarities, with regard to
ol

. the description cf indivijual steps, and wha* ths steps

ﬁf accomplish, the Kolb-Frohnan can be i1seful in helping to
4
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more fully understand the Lewin-Sch=2in model. The
Lewin-Sckein model is conc=rned with influencing +he
individuals of the organization, thersby causingy change.
Ths Kolb-Frohman model, while describing “he change process
in *he organization, is more a model 5% consul:ation which
faciiitates the understaniing of how to effectivaly

irnfluerce *h2 individual Ia th2 orgaarization.

A. LEWIN-SCHEIN

Jnfrfezing
uo&ing

Rafreszing

Figure 3.1 Lewin-Schein Model of Change.

The first model, th2 L2win-Sch2ia model of change, was
deveioped in 1952 by K. L2win and =2xpanded in 1961 by E.H.
Scheinr., Pigurs 3.1 depicts +hs thres phases of -he model:
Unfreezing, Moving, and Rsfreezing.

The model steps are dascribed as follows:

Qgi;gg;;gg. An altera*tion on thes forces acting on *he

individual such that his stabl2 equilibrium is dis=zurbed
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sufficien+ly to motivate him and mak2 him ready to changsz.

This can be accomplished =ither by iacreasing the pressure

to change or by reduciny some of the threats or resis<ances
to ckange.

Movipg. The presentatisn of a dirsction of change ard <%hs
actual process of learniny new attitules.

Refreezing. The integration of “hz changed attitudss into
th2 rest of the personality and/or into ongoinzg significant
emotional ralaticnships. 7 Ref. 11:p 199]

During the unfreezing stage'the sx-ernal influences are
felt-- "top maragement suport,* "2 f21%+ need by a clien<t,"
ani "an immediate visible problem t> work on." At cthis
point, there is a diséonfirmation of =2xisting, stable
behavier patterns; an atmosphere whar2 Sne can safely =y
something new. ([Ref. 13:p3. 58, 11:pg. 88]

A key behavioral problzm can hinier the unfrsezing st=p,
tha "resistance to chanjye.™ This problem can b2 seen in an
environment where the neei for chang: is not perceived, an
environment whers averythiag is op=riting smoothly. I= is
normal fcr +his resistancs +o0 occur shere +there Iis no
obvious reason to change and is a zritical phasz for zhe

implementors.
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Once *he Unfreezing b23ins, a chinge must occur, which

leads to the Moving stage. How much change, howaver depends
on how much of the external influenczs are felt by the
affected group. Moving raguires the presentation of
information necessary for chanjye and the learning of new
attitudes and behaviors. ' BRef. 13:p3. 58, 11:pg. 88] Tkis
process is difficult because of a pattzrn of relationships
and interlocking expectations in ths >rganizatiosn tha* tend
to maip*ain the status gud. [Ref. 1):pg. 220]

Durirg the refreezing stage thz 2nvironment is again
stablized, or put into 2quilibrium. The firal =2quilibrium
must be perceived as haviny a permansnt place within zhe
oryanization. This is possibly ths nost important stage
since the change is stablized and th2rs is reinforcemasnt of
new behavioral patterns. [ Ref. 7:pg. 88.] Since
implementation is an itsrative procass, change should not
necessarily be s*%opped (pscrmanently) at this point.

[Ref. 13:pg. 59]

Girzberg (Ref. 13:pg. 59-60, 7:p3. 88, 11:pg. 201] ro*sas
th2 resui+s of a study published by D.E. Zand and L.E.
Sorenser in 1975 of 250 management sciance projects. Their

analysis indicated that wh2a the Lawin-Schein model was
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actively used, there was 2vidence of jresater project success
compared to a lack of the usevof the mcdel which rela<ed *o
more projec*t failures. Th2 Lewin-Sci2in theory o5f changs
appears to "fit the reality" of implsmentation. [Ref. 7:pg.
961 Based upon his analysis and ths Zand and Sorenssr
results, Ginzberg postulata2s that ooz factor which may
attribute to the failurzs >f systems is tha* “he consultant
leaves before the system is actually successfully
oparaticral. This causes the Refra2szing (the Tsrmina“ion
step of +the following Kolb-Frohman m>3el) to be left
unaccomplished [ Ref. 11:p3y. 94].

Ginzberg discusses two additional points made by Zarnd
anl Sorensen. Poor performanc: at oné stage of the model
129 to poor perfcrmance 3+ a later stigs, and thare was a
strong association with th2 quality o5f activity at %h2
Refreezing stage and the >verall proja2c% success

{Ref. 13:pg. 59].

B. KOLB-PROHMAN

This model focuses 2n issues whi:h ace relatzd to %the

:

P

increasirg of the effectivaness of th

. 2 change process. One
.

" concern is the relationship betwe=n -lient and consultant.
2 To whom in the clizn< organizatioa d>2s the consul:an*
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‘relate?~RWho influences whom? How 2p2n will ths client and
ths consultant be with 2ach other? 4hat soluzions arz
considered? These questis’as can bs considered within the
framework of a dynamic, sa2ven-stage 25321 cf ths planrned

change process. At the end of this s2ction th2 s_vern stagas

will be compared to the three stages 2f the Lewin-Schzaiz
moiel. Figure 3.2 providas a description of =hs charge

process. Definitions of the model st2ps are as follows:

AN

v
.

ct
o
w

Scoutirg. This is thes nmatching 5f *he capabilities of

N AN 4

‘

consultart with *“he neeid of ths orgaaization.

Entry. The problem situation is ii2ntified; plausible

lJ.

solutions to the problem are ijen+ifi=2d; critferia for

evaluation is establishzd; allocation of responsibilizies

and rescurces is made.

th
|J-
[t])

S. Defini+ion 5% client's perceived probiem and

it

Diagaos
goals for correc=ing *hs problem are focused cn, as welil as

Ies

(e}

urcee.

Planping. Operational >bjectives are deiined; examinatio

3

of ways to reach objectivzs are discissed; an ac+ion plan is

developed.
{‘f Action. The "Best" altarnative so2luticn *c problem is

pursued; modification to 2:-tion plan is made.




Evaluation. Evaluation is made of me2asuremenc variables
to determine if cbjectives are being met,

Termiration. The user tikes over the system completely
once ccrrect output is obtained ani trzining of usert's is
complets. ([Ref. 11:pg. 201-205, 7:p3. 88, 12:p3y. 54-61]
These s*eages are by ro mesaas clsar-cit in practice. They
may occur sequen+ially or simultan2dusly. Howevsr,
acticulation of each s+ags providass 1 cornvenient way for the
consultant %o conceptﬁaliza and recoynize +the stages in his
practice. ([Ref. 12:pg. 52]

In Figure 3.2, the arrows connecting the stages
Zllustrae*e the general isvzlopmental nature of the model.
The firs+t feedback locp, from planningy <o en*ry, definss th=
nead for continuing renegotiation with the ciient in <he
1ight of diagnosis anrd plaaningy activities. Ths second
lecop, f-om evaluation +o planning, 3zfines the nesed for
using the 2valua*ions of the previous acticns %o modify
pianning activities. ([Ref. 12:pg. 5%]

The mos* cri*ical step in this process is ths entry st=p
(Scouting determines whethar a cliant/consultant
relationship is feasiblz). This step involves "=nsuring

legitimacy for action." 3ome key points in the process

ud
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Scoutiag
---=> Entry
| |
(1) I Diagnosis
< ........
-----Pla?ning

i

| ’
Ac?lan | (2)

Eval%ation ---l

N
Termination

Pigure 3.2 Kolb-Frohman M>3el of Change.

brought cut by Keen and Scott Morton are: the identification

of a felt nesd; *he defini:ticn of goals in opsrational

«r

erms; a need for a contract for chaags; diagnosis and
resolution of resistancs %> change, and initial allccatien
of resources ard responsibilities [R2f. 11:pg. 203]. The
entry step is also critical becauss this is the poin%t where
"success" should be defin2i. Hence, 2valuation can b2 made
based on whether earlier, £irmly stat=sd goals are besing met,
nct only in design, but as the proj2c-t is complated

{Ref. 11:pg. 204 ). Ginzbsrg [Ref. 13:pg. 59-60] did 3 szudy

of approximently thirty projects in order +o t2st this <he
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Kolb~-Frchmar model. Onz rc2sult of his study paralleled +he
findings of Zand and Sorensen in 13753, with theirc rasearch
of 250 managsment science projects. Successful projec*s
more closely conformed to> the change models, than did
unsuccessful projects. Th2 stage most strongly associated
with overall success was R2freszing. A second resul+ was
thare were differences in how projacts £ixt <+he
implemertation process. The Unfreszing stage (zoncerrnad
with behavioral and organizational aspsc*s) had the g-eatest
affect orn organizationally complex problenms.

A comparison of the twd models aal some general comments
will conclude this section. Ginzbary "Ref. 7:pg. 88]
provides in FPigqure 3.3 2 coaparison >f the two nodels. The
first three stages of the KXolb-Frohman model, Scouting,
Ent-y, arnd Diagncsis are concerned wi:h preparing the clian*
for charge, “he Unfreezing stage in the L2win-Schein model.
Pianning, Action, and so>m2 aspects of Evaluation parallel
+hs Lewin-Schein Moving staige, the c-iange itself, dsfining
przcisely what i+« will be and then patting it into action.

Ths final phases, Evaluation and Tsraination, rzla*s %o the

w

Refreezing process, <+“he iInstifutionalizing of th

[(}]
O
-2
s
=]
Q
D

within the clien* system, and integrating +he naw model o=

system in*o the user's estiblished patterns of bshavior.

42




|
{—'F.m'ry

|
I Diagnosis

'

v !

L_ l
Planning «—
!
l ;

Action

Evaluation =

}

Kolb/Frohman Activities
stage
Scouting Client and consultant assess each other’s needs and

abilities; entry point is chosen

Initial statement ot problem, roals, and objectives:
develop mutual commitment and trust; establish
“felt need™ tor chanee

Data catherine to define client’s telt problem and voals:

assessment of available resources (client’s and con-
sultant’s)

Detining specitic operational objectives: examination
ot alternative routes to those objectives and their im-
pavt on the organization: developing action plan

Putting “best™ alternative solution into practive: modi-
tying action plan if unanticipated consequences oveur

Assessing how well objectives were met: deciding to
cvolve or terminate

Underlving
[ewin Schemn
sage

Untreezing

Unlreezing

Unfreesine

Moviny

Moving

Movine and
retreczimg

Termination Confirming new behavior patterns: completine rranster Retrees e
of system “ownership”™ and responsibility to thic s hent
Figure 3.3 Comparison of Two Hodels of Change.

C. SUMMARY

This chapter has look21 at two n>dels of change,

highlighted the steps whica are the
implementa*ion process.

Lewin=-Schein,

iscussed the various steps of =ach

w11l be ussl *o assis

1o>st

Jne of the

20321,

podels,

and

as w2ll as

critical in +he

the

in a deteraination as

“c whether the Navy does hive sound implementation

proceducses In +the case studiss of Chapter V.

chapter discussess the history of ssvaral managsment con*rol

u3
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systems In use at the Naval Postgraduate School, as

background for the case studies.
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IV. HISTORY OF SELECTED NAVY MANAGEMENT CONTROL SYSTEMNS

This chapter discusses the background of +*hree changes

which have been implement2l within th2 Departmeat of the

Navy, affecting financial >perations at the field levsl.
The case studies of Chaptar V sxamin2 +he three chang2as as
they affect the Comptrollar Depar*tmsnt, Naval Poastgraduat=

School, Montersy, CA. Ths first chaage is the manner by

which financial information is entzr:1 into ths Navy
acsounting system. It involves a shift to the use of
interactive computer terminals. Ths s=zcond involves the
categorizatior o0f costs as either =xpanse or ianvestment
within the context of Navy's appropriations. Th2 final
change concerns the promuljya*ion of -2vised standard Navy

financial documents.

A. BACKGROUND OF INTEGRATED DISBURSING AND ACCOONTING
FINANCIAL MANAGEMENT SYSTEM (IDAFNS)
For quit2 some *ime (about 40 y=ars) the Navy has
operated its financial systems on tw> simultanebus avenues--
obligaticn control and repor+«ing and 1isbursments for

billing and =2xperditure ra2perting. These systems have




1—, o v.vTr..., Y oy
LI NP '.-.‘.A'v‘ o i

LAN Ja Jum Je a4
.

Pt L A g

[ Bl Y L arih AR gl A T W Ty —— ” - w—— v >

tended tc¢ provide conflicting information as they report=4
different expenditure vali2s for the same periods and
activity. This differencsz, callied undistributzd
disbursements, has been a sourcze of concern to Navy
financial managers. As part of the Sscretary of the Navy's
Financial Management Improvement Plan (FMI?), the Navy
ini+*iated a program *o improve the timesliness and accuracy
of financial information >btainabl2 through *he accounting
and disbursing system. Du2 *o the processing mathods, th=2
requiremernt for hard copy documentation and reliance of ths
postal system for data transmission, the pre-IDA financial
system was inadequate in provildiprg tim2ly and accurate
accoun*irg information. In adiition, the need for
memcrandum records, duplicate files and multiple
reccnciliations resulteid in ths poor utilizatiosa of
acsounting resources. Ths Intsgra‘isn of Accoun*ing and
Disbursirng (IDA) was designed to r=ducs/eliminats
uniisbursments and improvs the accuracy and timelinpess of
finarcial informarion, while r2duciny the costs associated
with +the process. [Ref. 13:pg. 26] As *“he name implies, IDA
will combine the functions of disbursing and accounting iato

a certralized unit which #ill be mors responsive to the
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requirements of managemant. IDA d92s not change the basic

features of the system, oaly the m2thod of reporting and
processinrg of financial data and th2 roles of ths parzies
involved. The changes to repcrting and processing are to be
accomplished thrcugh the use of automated data processirg,
advanced telecommunication techniguss and a ceniralized,
integrated databass. ([Ref. 14:pg. 23-27]

The basic obijective of transaction processing under IbA
is to integrate the accouatirg and disbursing functions into
a sirgle *transaction database by using modern ADP and
telecomrunications technology. To accomplish this, a single
set of dccuments will serva as the official accounting
record. Successive enptriss, such as obligation or receip+t
data, are limited to oniy thoss elesmsnts requirad to update
or expard the prsviously =stablished rscords.  Ref. 15:pg.
41]

Customer activities of the Authorization Azcounting
Activity (AAA) (%o be r=naned as a Financial Information
Processirg Center (FIPC) under IDA) will be provided with
remote terminal devices t> perait =2ntry, inquiry and
retrieval of infcrmation in *+he database. The remote

terminals will eliminate the nsed to psrpetuats or

u7
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rejenerate hard copy *ransac*ions ani thus elimirate or
reduce other duplicate filas bsing maintained for accoun<ting
ani disbursing purposes. A singl2 szt of document files

will become “he sole support for 21l financial transac=ions.

R SESREGR - IR

(Ref. 15:pg. 41]
Integration of the Jatabasz is ¢> be achisvz3d through
ths development of a2 new Navy Pirancial Information

Processing System (FIPS). The FIPS will consist of a

R |

Central Accounting and Fiiance 0Zfic:z (CAFO), 15 Firancial
!. Information Processing C=2aters (FIPC) and 3 Pinancial
Processing Centers (FPC). Utilizing the telecommunica%icns

network and automated data processing techniques, +he FIPS

coaputer system will enablz2 the on-lins activities to have
and exchange information. One factor consider2i ian the
program design is that fiarancial data in the system should
be avaiiable within 24 hours. ([Ref. 14:pg. 27]

Under the direct control of thaz Yavy Accountiag and
Finance Center (NAFC), th2 CAF) will b= responsible for the
accounting discipline and control >f “he PIPCs. The CAFO
will be organized as ths c2ntral daty: base, maintaining the
suamary accounts used %> oroviie the raquired information of

higher authorities. [Ref. 14:pg. 27]




The case study of Chapter V examinzss the implemenzation
of activity input via on-line interactive ADP ejuipment with
the finrancial data base 2s it occur=23 at the Naval

Postgraduate School (Comptroller Dspar+ment).

B. BACKGROUND OF THE CHANGE OF TO THE EXPENSE AND

INVESTMENT CEITERION

Three types of costs are identifizd in the Five Yecar
Defense Program. They ar2: expensss; investment costs; and
reseafch and dsvelopment c>sts., Thz change in guidance on
dollar iimitations for =2xpanse 2nd iavestment o5f Navy
appropriztions is describz31 in this sectior.

The Navy requested (by a latter 3ated 30 Mar 1976) and
was granted fzom the Offiz2 of the Szcretary of Defense
(OSD) approval to increasz the <hrashold for investament of
i“ems of $1000 tc items of 2%30)0 2nd 3gr=ater. <Consequen*ly
tha threshold (maximum) for expenses items has ba2en increaseid

from 3999.99 to 32999.99. Gererally speaking 2xpenses are

considered to be the costs of items sr services which are

consumed in operating and maintaininy the Department of the

S S 2/ttt aaraate
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Navy. Expenses are fimanc2d by two bisic appropria<ions,
o ths Operation and Yaintanance (0&M) 213 Military Personrel
?i (MP) appropriations. Investments, >n “he other hand
4
S
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represent the prccurement of asse<s such as equipamert.
Investments are financed via the Procurement or Military
Construction appropriations.

As discussed above, th2 cost of 2juipment (unless
specifically excluded) which at th: time of obligation are
less +tharn $3000, are considered to b3z expenses. As exerptel
from the NAVCOMPT Manual, Vol. VII, =xpenses include:

1) labor of civilia.. ani milicary pscsonnel, including
contrac+ual labor;

2) rental payments on l2ases for :quipment 2aad
fazilities;

3) food, clothing ani 2J0L Items;

4) expendable suppliss and materials;

5) items designated for s*ock funi management in *he
central supply system;

5) maintenance, repair, overhaul, anrd rework of
investmert items, incluiiny real proparty facilities;

7) assemblies, spares and r2pair parts which are not
designated for centralized managemant by arn invantory
contrel point in *he centrail supply system;

3) general motion pictire procursuant and development;

59
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9) all other equipment i tems not in <he preczzding

categories which have a unit value >f£ less than $3000 ard
which are not designed for centraliz2d individual itenm
managemert by an inventory control pdin+ in ths cenctral
supply systen.

Investments are definzl as costs 2f capi“tecl assets of
the Department of Defense such as th2 real propar<ty and
eqaipment that provide new or 2dditional mili<ary
capabilities or maintain =2xisting capabili+ies, The
fcllowing criteria, exerpt2d from thz NAVCOMPT ¥anual Vcl.
VII, vwill be used to deteraine *hos2 z-os*s to b2 classified
as investments:

1) All items of ¢&quipmant, includingy assemblizs, spares
ani repair parts, which ars subject to cen*ralizszd
individual item managem2nt ard asset control by an inventory
manager or an inventcry control pcint in +he csntral supply
system.

2) O<*her items of equipamen%t, exc2pt those listed under
expense, having a unit value of $33)) >r more.

3) Cornstruction, incluiing the 235352 of land and rights

“herein (other than leasehs1d).
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4) 7The cost of labor, «its, ass=2mblies, equipment 254
material for ship construction or coavarsion.

5) Any cost desigrnat=2d as expens2 under “he Investmert
categories, whzn includsd in the production or cons:iruction
of an investment item, =xc2pt mili*ary personnzl.

The following infcraation was provided from Mr. Mericz,
0f the 0Offic2 of the Naval Comp*trollzr (Code NTB-5/2P 925).
During «ke decade of the 1370's, inflation causesd the
procurement of numerous it2ms to slip £from expense *o
investmen*t categorization and financing becausz of ths rigid

ons with regard +o

l.l

$1000 threshhold. Numerous audit =xc2pt
vislations of Revised Statutes 3678 anl 3679 have been
reported as a consequence >Z nd>n-adhszrsnce to the sxisting
expense/investment criteria. UPypically, *he audit service
found tha* a field activity would obligate O&M funds for a
particular item, because they 21ways had. With the cost of
goddés and services increasing, the $1000 expens2 +“hreshold
vas exceeded, thereby causing the vioslatiors. Addi<ionally,

d 1ed

o
}_l

31000 thr

)

W

th2 duiling 2f the buying sower of %a sho
to micromanagement oi axpanditurss sutside of ths field
activity. Further, the procursment appropriatisns werse

getting overloaded with rzjuests £or irdividual procursmen<+
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itams. 3Buying with 0&M rasourses (with its low levsl
approval authority) is simpler.

As a result of the many probleas with the unchanged
threshold (since 1967), some Major Claimants contacted the
Office of the Navy Comptrollsr (NAVCOMPT). NAVIOMPT queried
+hs Major Claimants soliciting da<a on the impact tha*t *he
current threshold was having on th=2ir operatiorns,
ascertaining the Ma jor Claimant posizion was in favecr cf
“hs increase to a nigher l=vel., Th2 rzsul%ts of the
quastions were araiyzed, 3a1d a requzst made to J2SD for
approval to increase the threshold from $1000 =5 $3000.

The request to OSD was approvsd and adjustmants wser
male frcm procuremznt t> 2« pense appcopriations in 2 Program
Budget Decision (PBD) by 2SD. A chanj:z was madz fc Volume
VII of tLe NAVCOMPT Manual and an iastruction was
promulga*ed to f£ield activitiss which carried <he new
gui dance.

The case in Chapter V 2xamines th2 implementaticn of zh=2
1ad expense/investment criterion at ths local (field

activity) level.
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C. BACKGROUND ON THE IMPLEMENIATION OF SELECTED

STANDARDIZED AND CONSIOLIDATED FPINANCIAL DOCUMENTS

In this section *he I{mplementation of new consolidategd
financial documents within the Deparctaent of tnsz Navy is
examined. The change ianvolved th2 promulgation >f three new
NAVCOMET forms and the cancellation >f seven existing forams
which were superceded due to =ne consd>lida*ion process. Th2
three new ferms are: The Jdrder for Work and Sarvices
(NAVCOMPT Form 2275); The Request for Contractual
Praocurement (RCP) (NAVCIMPT Porm 2275); and Th2 Voucher for
Disbursemer* and/or Colizztion (NAVIIMPT Form 2277). Th=
forms which have been rasplaced/suparc2ded are: NAVCOMPT Fora
14) (Work Request); NAVZOMPT Form 252 (Navy Bill); NAVCOMPT
Form 2038 (Reque=t for Contractual Procursment; NAVIOMPT
Form 2044 (rfunded Reimbarsabls Work Zstimate); NAVCOMPT Forn

2053 (Froject Order) ; NAV3SJIP Farm 1153 (Con%ract Request);

upercedsi or

! and NAVMC Form 349 (Marin: Corps Proc-ursment R=juest). In
1

i- additior. o “he Z“ras whizh have bz21 s

$

Ef cancellsd, *he Navy has ra2guirements lsvied by sxternal

E agencies “o use *he following forms: ©OD Form 448 (Military
;‘ Interdepa-+tmental Purchass Reques* (YIRP)); DD Form 4Lu8-2
| (Acceptance o9f MIPR); DD Form 1131 (Zash Collectiorn

@
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Voucker); Standard Form 1234 (Publiz Voucher Ifor Purchases
ani Services Other than Parsocnal); Standard Fora 1080
(Voucher for transfers Between Approoriations a 4/or Funds);
Standard Form 1096 (Schedule of Vouchsr Deductions); and
Standard Form 1097 (Veouchsr *o Effsct Zorrection of Errors).
Th2 Department of the Navy has rsquast=2d4 tha+t an 18-month
excz=ption to the present nandatory uss of +thess forms be
grarted In order that the 1ew forms b2 tes+ted as
substitutes.

The process of implzm2atation >f the new financial
documents has transpired over five years.' The change was
th2 result of a Beneficial Suggyestion by a Department of +<h=
Navy employee. A committ22 of Navy o2rsonnel raviawed the
suggestion for standardization and consolida+ion of
finarcial documents, and a2 proposal #as sent <5 23ll Major
Cliimants from the Secrotary of ths Yavy level. The
concensus of opinion f£rom the Yajor Claimants was that the
forms had merit and should be adopt=zi Navy-wida. The
ccami+t+ee made the suggsst2d changes and sent ths proposed
forms ou%t again *+o the Major Ciaimants. A comprahensive

discussicn cf the intenlei change was provided wizh each of

“he forms, and a request fo5r final c:view and 2ivics »f
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deficiencies with content >r format that would prohibit

cal Y=2ar 1982,

/]

their implementation in Fi
The new forms were 3esigned and :2s%ed, the supply
system stocked with *he n24 forms, ard an implsmentation
date for general adoption was 2staolished (1 OCT 19817).
currently, with one year >I us2, ta2cs are no raJuests %o

revert back to the superc2ied or cancelled Zczms.

D. SUMMARY

In this chapter, thre2 changes #ithin +he Departmant of
the Navy have been describsd. In thz next chaptsr three
case studies on how the ciinges war2 implemen<2d at the

Naval FPostgradua<e School are presantai.
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This chapter examin2s the implzam2zntation process +“hrough
the use of +hr2e case stujies. Th=2 following m2thod was
us2d to cbtain the information pras2ated in +his chap*«er to

validate th

®

Navy's implena2n=ation pracedures. First, a

quastio

=

"eire was formulat23i (Appeniix B). The Juestions
were designed to establish whether 5r not key points of <he
Lewin-Sclkein model is aidra2ssed in an Implementation
process. Two interviews ware conductz23, one with the *wo

senior mili+tary perscnn2l, and the othsr with tha

ernior

n

civilian, in the Comptroliar Dspartman*t a+t the Naval

Postgradua+*e School. The interviews wsre conduc%zd

ul

irdependently, firs+ the military psrsonnel, ani ther +he
civilian. No reference was made, ducing the interview cf

-

th2 civilian, *o the responses cf :h2

ili+ary p=arsonnel.
Durirg the interviews, “hz same quastiisns weze asked, in th=2
same order, on the same “hree changes which acrs discussed in
Chapter IV,

The material in +he £>1ilowiny ssctions is ths author's
summary of “he responses to *he quastions asked 3Juring <he

interviews., In cases wher2 ccancurc2ice Is rotzl wi<th <he
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civilian's rssponss to ths gquestions, 1%+ is donz2 fer

purposes of conciseness of presa2ntatiosn. As stated above,
+h2 civilian had not bean informed 5f the response <he
military had +o *the questions askei.

The questions were ask2d %5 establish whethsr the fiel]
activity was aware of chaayes to 2xisting proceiures. Thare
was not an attempt to estiblish spacifically whd
conmunicated with the ac+ivity, but simply whethar or nct

+here was communication prior, duriny, or after the

[

iaplementation of a changs.
The £irst three sectisns of this chapter discuss *he
three specific changes while the last sec+ion is an analysis

of *the two models present2l1 in Chaptar III.

A. IMPLEMENTATION OF INTERACTIVE COMPUTER TERMINALS

In this section, *h2 imolemen+tatisn of in<sractive
conputer terminals for inou+, updats, and mainta2nance of
financial -ecords is exaamained. Thz implementa+ion date for
IDA was 19 July 1982 at a2 Naval Postgraduvuate 5chocl.
Prior *c +his da<%e, 2ll inpu+t of 3ata was <hrough the Naval
Supply Center (NSC) Oaklani. The pro>cess was accomplished
in a2 batch mods using a coatrac*ed ka2ypunch service wit

hard coples of reports following via the postal service.
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As observed by th

([}

+wo senioc military in the Naval

Postgraduate School Comptroller Deparctaent, thec2 was a need
for an improvement tc the Jeographically removed batch irnput

of financial data. Ther=2 was a3 ne23 for local z-ontrol cf

th2 operations for various reasons. PRsasons considered

n. important included t+he ne2l1 for checking the accuracy of

..lo

irput; timeliness of coperations; and 2 vested interested in

the entire accounting operation.

The transiticn €rom manual bd>okkeeping procedures o
real time ADP assisted opsrations was planned over sevaral
years. The local activity was mad2 aware of +h:z Zmpending
changes, and was able t> prepare £o5r “he change 5-8 months

- in advarce of the actual implementation date. The change
was welcomed and support2l by the ailitarys; and by the
.; civiliarn personnel inr the Comptrolle: Department who were

more flexible, adaptable, and receptivs +o chang=.

e The senior military knew why the changs was
oczuring, but the tr-airing prcgram f>r the impending change
. hail deficiencies. The perzep=tion of the mili+ary was <ha+
¢

th2 training was superficial and Zasafficient. The t-ziners

neaded tc be better +rain2i (i.e. b2 z:ble =0 answ2ar a
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rzater number of questions on the uss of the naw sys=zm).

The more flexible and ajiaptabls personnel got th2 mos:i cur
of the training. Some sujyjested r=2asons for *h2 less
adaptable personnel having trouble with the ¢traiairg was %he
class size, unfamiliar esnvironment (Jakland versus
Monterey), and too much material <5 zover in =o> littls
tine.

The senior military said th2 change is permanent.
Th2y also s%3*ed that ther2 has not o2sn a
post-implementation review %o =stablish problems with the
chan;e 0 the in*eractive zomputer m>3iz of data input £from
outside sources. They hav2 conduct231 some in*zrnal ceview
of *he implementation locally. Adiitionally, there has beer
sone addi+ticnal +raining lscally, a¢ the request of *hs2
lccal activity.

2. Commspts by Senioc Civilian

The interview of the senior civilian in the
Comptroller Cepartmen* iniicatas many of her rasporses to
th2 questions are the sams as thoss nade by the mili+acy.

However, *here was some further gqualification with regard ¢o

(o]
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some of the questions. With ragard t> the n

th2 upcoming change, it was known that the chanje zo
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interactive computer terminals was impsnding approximently
five years prior to the planned impl2mentation iate. As 2

result of a variety of 3elays, the actual date was July

1982. TLe reaction of subordirate civilian personnel was
generally favorable, but there was grumbling because of +he
charge from an establishel system which they wara
coafortable with. Therz was a ne2d for extensive training.
lfhare was concurrence that the training could bz improved,
specifically by having th2 training ione locally. The only
ar2a where there was a sigaificant difference irn response
was with regard to post-implemantatisa review and feedback.
Th: senicr civilian indicates someda2 31id come t> <he
Comptroller Department from NSZ Oakland for a half-day
review session; and +*here is the ability for the computer
operators *o call NSC Jakland as raquired when problems do

oczur.

B. CHANGE IN EXPENSE AND INVESTMENT CRITERIA

In +*his section, th2 change in th2 expense 2aad
inves*ment criteria as it a2ffects th2 Naval Postgraduate
School is examined. Ths =f fective date of *he pertinent
instruc+ion, SECNAVINST 7040.65, is 2 Jan 1980. This is %h2

official promulgation of the changs t> naval activi+iss,
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There was a correspording shange to thes NAVCOMPT Mznual,
Volume VII.
1. Commepts by Sepior Military

As observed by th2 1local comptroller, thsre was a
ne2d for a change in ths threshold for expense ard
irvestment costs. The princial r=as>n was the rising costs
of items normally obtainei using 054 funds. The fieid
activity becane awaré of the changs upon promulgatiorn of thas2
pertinent instruction, near or aftar the proposzd change
date. The change was affscted by promulgatiorn o5f an
instruction and a changs t2 th= NAVCIMPT Manual.

The transictior to the highsr dollar thrashold was
not observed to be met by resistancs by the local activi+y,
and in fact, was a welcom2 change. Ths personnzl who workel
with the associated paparwork were iadifferent to> the
change; it did not requiraz ary additional resources.

There was no+« much backgrcanl orcvided to +the
activity wi<h regard %o th2 change, >nly that cne was
coming. No special training was raquired, only =2mphasis
that a chtange had occurzd.

The senior military £el%® ths change is parmanan¢.

Thare had not been a post-change reviaw to evaluate wnether
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th2 change had any affect >n tha astivity, nsc #das “hsr
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feadback solicited from th2 activity with rcegarl <5 any
impact the charnge had 21 tae activity.

2. Comper:s by Se
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ior Civilian
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T"he commen%ts from th
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isr zivilian gsnsrally
' corresporded with thcese miie by 4hs s2nisz military. The
seaior civilian indicated that ths 15tificatioca >f +<he

upsoming ckangs was per:s
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*+ha FY81 budget calil ani other associa+ted budgst guidance

from the Madjor Claimant. 35he 21s0 naiataired thz= thars was

AT T

no nctabla vroblems causzl a* the loz-al level as a resul: of

th2 charnge and *hat <he n24 higher lini<s ars pzcmanent in

rLature.

ﬁ,
’

C. TIMPLENENTATION OF CER[AIN STANDARDIZED AND CONSOLIDATED
FINAKCIAL DOCUMUENTS
Ir -his section, <+hs shangs to n:w consolidatsd 2:4

standardized documents is 2xaminsd. Three new forms wers

TrilTyy St
LR e . vl T
P . . . P . - - e ®en &

- promulgated, NAVCOYPT Foc-ms 2275, 2275, and 2277 o raplazs
51 seven superc2dzd or cancsllied forans. The sffective Jats of
i‘ +hs ins*ruc+ion promulgatiig “hz n2# S>rms was 13 Suly 1981,
r—-

3

- At that *ime, there was t> be an 1isju2zcte szock 2f n2w foras

1 available for ordaring oy =he local ac=ivi<y.
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1. Comments by Senior Milirary

The perception of the senisr military ian the
Comptroller Department was that ther2 was a problem that
need correc*ing, primarily through th:s implementation of the
new Porm 2277 (The Voucher for Disbu-sement and/or
Collecticn). There was nz mention of s2ither 59f the cther
forms which became effective at th:z same time. They also
noted that the change r=2ally made 215 difference *o them; *he
p-imary users are the disbursing psarsonnel.

The reactiorn cf th2 subpordinats civilian personnel -
was that of indifference; they had t> use scme kind of focm

+c do their work. The acscounting i2ta remained the same,

although the forms were multipurposs.

There was no rejuiremen* for any addi+ional
resources (excep=* perhaps the stockiay of the nzw forms) and
no specific “raining was raquired sta2r than “he use of
visual aides with regard %o ths format of the azw foras.
Thare was no post-impleaenta*ion ravisw nor feedback
solicitzé from the local ac+ivizy.

2. Compmepts by Sepior Czvilian
As a contrast t> the commen*s by *he ssnior

military, the perception >f *he s2nis>c civilian in =he
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Comptroller Department was that thar2 was neithsr a problenm
wvhich reeded resolution ndr a reason for a change. She
indicates that as a resul® of the change to the new forms,
thare was confusion on thz use of th2 form by th2

subordinate personnel. Si2 contends that “here was not an

if, adaquate explanation as to> how to us:z and interpret the new
forms. The one item which caused notible confusion was wi%h
Hl the requirement *o transfar cole numdbars from the back to
+h2 front of the form. Sh2 furthsr c7n%tended that the

&! training aides provided to assist in the changesover were

3 -

full of errors.

"he senior civiliza copcurrz2l with the sanionr

military comments that thare was nd> d>5st-implementation
review ncr any feedback wis solicit21 from the lccal

activity.

D. ANALYSIS OF RESULTS AND COMPARISON TO MODEL JF CHANGE

The previous s2ctions >£f ¢this chapter have described <hs

L2 A aen

%Q results of *“he questions on changs r2f=rred to in Apperndix
B. In this section, th2 ra2sponse t> the queszions are
analyzed using the Lewin-Schein model of change.

As depicted in the Lewin-Schein nodel in Chapter III,

{ th2 *hree key steps +to change on th2 srganiza*ion are
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Unfreezirng, ¥oving, and Rafreezing. Although the
Kolb-Frohkman model is not specifically used in this
analysis, it has providsd 1 basis for comparisoan to the
Lewin-Schkein model (refar to Figurs 3.3 of Chapter III).
1. Onfreezing
a. Comparison

The first six gquesticns >f Appendix B a%ttempt %o
capture some key points of the Unfre=z2ing step for
validation of the changs process 2s it occured 2t the Naval
Postgraduate School. Six points s=2lacted from the theory of

sible problem? Was

w
<
'—l-

charge ir Chapter IITI. Was thare
thare a felt need for a change? Was the problzm iden+tifi=gd?
Once the solution to ths problem is identifed, is an action
plar formulated? Was therz any rasistance to change? Was
th2re ary alloca=zion of rasours2s td> assis* with the changa?
Th2 six were selected becaise these jusstions can gernecally
be answered with a Yes/No type of r=sponse.

b. Analysis

Based on %th2 rasponse to the gues=ions

prasented, it would app=sar that Unfra22zing was attemp+zd.
But at what level? The iatervisws iidicace that thers was

obvious Unfreezing at the SECNAV/NAVIOMPT/CNO/Major Clazimant
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level. Ther2 was a visibls problem :> be solvei, in all
three cases. In the case of the changy2 in expsas=2 and
investment criteria, ths ¥a jor Claimants approached NAVCOMPT
with a request feor an adjustment to th2 threshoid dcllar
leveil, In the case of th® change of selected standazd

financial documents, th2 prcblem was identified by somesone

by

-

ir *he Department of ths Navy via 3 3zp2ficial Suggess=ion.
Thzse examplas also indicate that thzrcz was a "fel« reed"

for the change. However, in the ca

Ul
w
(6]

£ the change in
NAVCOMPT forms, the military recognizazd the nesi fcr +he
change while ths civilian 3id not. The reascn £3r th2
civilian no* reccgnizing the resed for the chang2 could b= a
lack of advancs notice of the impending change, thus
incomplete unfreezing. 1In these cas2s, there was an
itarative procsss to obtaii a solutisn, by a sometimes
leag*hy review process batween NAVZOMPT and the ¥ajor
Claimant. In the case 2f *he implam2n%a*ion of intsractive
computer “erminals wi%th IDA, <hers wzr= several contracis
let to private firms to halp dasign the sys*em and astablish
key miles“ones for *the imdlementatisa/installation of
hardware and software. Th2 changs i1 Zirancial 3documents

rejuired feedback on initial concept from *he Major
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Claimant; *he change in expense a2nd investmen®t zriteria
rejuired a reprogramming o>f appropriations at the
Secretaria+ level. Through thsse st2ps, resistance %o
change could be identifiei and resoslved. Pinally, if any
additional resources were required (is with IDA and the n=zed
for ADP equipment and parso>nnel for training the field
activities in “he use of the nsw softwire/hariware), it must
be Zrcluded for in a buigszt. At th2 lccal activity level,
hcwever, it appears that they ire 2n *the receiving erd of
directicrn, with little or no Ipitial interactioan during *he
essessment of the problsm or formula:ion of goals and
objectives.
2. Moving
a. Comparison

Some kesy points of ths Moving stage 3+~ discussel
i Chapter III are the prasentation 2f information to
enharce the visualiza+ion of the nsw -oncspt; z2ad
appropriate training +o sisure a sad>th :transition. Thes2
ar> emphasized In questions 7-3 (2nd possibly no. 11) in

Apperdix B.
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b. Analysis
It appears that in all cises, some form of
advance warning was sent t> the lozal activity %o prepare
them for the upcoming chaije althduga *“he timing of the
notification is not known. Spa2cifically, in “hz case of the

interactive computer terminals impl=an2snted in *h

w

Comptroller Depactment, thare was triining a+ NST Oakland,
prior %*c the implementatisn date. Ia the other two cases,
*hs upcoming change becams known as i resul® cf a budget
call or the notifica*ion that new forms would b= stocksd in
th2 supply system. A+ th2 Major Claiman¢t level, it would
appear that this step has less impact than a= thsz locu:
level, since at the local level ths changes affact daily
operaticns on the micro lzvel, whils the Major Claziman=:,
with their monitoring and policy pron.lgation fanction, ace
affected on the macro lzv2l. DJne othar poin* which could b2
considered as Important to the Movicy step is thas oFf
quzsticn 11 of Appendix B, concern2l with feedback.

Feadback is important, not only af*er the irmplsmentation is

complete, but in the earlizr

0

tages t5 2nsurs objectives ar=
met, and o uncover and r2c+ify any 1nforseen problams as
14

+*h2y occur. I* s not obvious froam “h:z interviaw tha+ this
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oczurs ir any of the cases, with th2 2xception >f the timing
for trairing on the intaractive coapi*er terminals. The
tining of the training is nentioned bacause it occured prior

to the *he implementa*ion >f the intaractive computsar

§e

terminals, and the trainers had imm=23iiate feedback on
problems the operators wer2 having wi“h all aspscts of tha
opsration of *he computer terminals.

3. efreezing

([=\]

Comparison

o
L]

The cenfral concept of ta2 Refreezing s*ep is

1=

s parceived as being perzanent. This

'h

whather the change i+t
is addressed in *wo questions in App:sndiix B, nos. 9 and 10
(2nd to some extent no. 11y . This st2p can be 2mphasized by
a post-implementation rsvizw r2infarcing =he critical rna+ura
of the change and the n2ei to continiaz make i+ Jork.

) b. Analysis

It does not appear *hat ti2re was an 2mphasis placed on
evaluating the igplementation procass 2s i+ occur=d az “he
£i214d activity. At +he Maijor Clainz21: level, “here was
fe2dback (related *o qusstion no. 11 5f Appendix B), but it
vas primarily IiIn the early stages >f 3=2sign and raview as

opposed to some *ime after the changs was complated.
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E. SUMMARY

In *kis chapter, thare wers thr=2 case studiss:.of
changes in Navy managem2nt corctrol systems, with a
coaparison “o a theoretical model >f change prassntzd irn
Chapter III. 1I%¢ appears that the changes which occured 2id
correspond *o key points in th2 Lewii-Schein change model.

Thare was, howsver, a lack of a2mphasis in some k:zy areas.

ot

Th2 sample may have some affect on th2 results, tha% is, on2
fi2l1d activity with only two szts 9f interviews to.validate
tha actual implemesntation >f change +ith +#he *haoretical
moiel., The next chapter proviies 2 suammary 92f this thesis,

conclusions to the questions posed ia *he introjuction, and

rezommendaticns for futurs considerza:ion.




- T e o Ty —— ——

o

™y iA“< Ty

VI. SUMMARY, CONCLISIONS AND RECOMMENDALIONS

-t‘ A. SUMMARY

The purpose of this th2sis is t5 determine whether the
Navy has theorec+*ically sound proceiirss for implementing
chainge in management cont:>l systsas; and *o detzrmine, if
*h2 implementaticn procsss was usei, how was it used.

Chapter II provides a iiscussion on manragem=at conzrol
anl implementation. Tha2 managa2ment son+trol sectiomn
discusses accounting syst2as, the formal managsaznt conirol
system, and design and implementatisa considerations. The2
implementation section defines implansntation, rsvisws
general problems of impleazntation, Isscribes sz2lected
implementation models, ani concludes wizh a review of
methods to avoid conflizt iluring %h= implemen<tatior p-oc=ss.

Chapter IIT examined two md>dels >f change, the
Lewin-Schein and the Kolb-Prohman. ZCri%tical steps of each

model were highlighted, st2ps which 2ff2ct the

Tf implemertation process. Tae concluiing por+ion o2f tha
t. chapter compared and discussed the two models.

5? Chapter IV examined th2 backgrouad of *hree changes
3 within “he Depac-<men=< of the Navy which have aZfzcted
&
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financial opera+ions at th2

ara: the implementation >f

f£ield lev2l. The three charngss

interactive computer “erminals

within the Comptroller Departmant £5r input, upiate, 2arnd

maintenance of financial racoris;

levels for distinguishing betwsen

ths change in +hreshoild

axpanse and Iavestmant

expenditures; and the cancallation aad promulgaticn of rew

consolidated and standardized £financiil Jocumentis.

Chapter V was used to 2xamine th2 threse changes

discussed in Chapter IV by

comparing the theoretical

implementation procedures t+o what actually occurad at

fi=2ld activity.

The generalizability of results 5f <his stuldy are

linited, given that the data was gathzared at only one

activity.

However, Znasmuc

h as thes 1ctivity is

representative of other Naval activi:izs, the reader may

extend the resul“:s of %his

B. CONCLUSIONS

Two major conclusions arTe warran-=24.

twd questiors presented as
thesis at*empts %5 answsr.

1) Does the Navy havs 1

B S U O DU A P S

stuly.

+“+he Res=2ac-ch Questions this
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would appear that the Navy does have 3 sound process for
;! implementing charnge, at *h2 SECNAV-NAVCOMPT~CNJ-Major
Claimant level. The background of sach of the casses

SO injicates that the key points of Chapoptsr III ars addressed
at this level. There was in each cas2 a visibla problem

idantified which needs to be razscolv2l; “here was a felt need

- fcr change. There is an analysis of tha problsa and an
itsarative process with fsziback to formulate a solu+ion %o
+h2 problem and & subsequ2nt plan of action for

f! implementation of charg2z. Where r23i1ired, therz is a

determinration made and an 3aliocation of rasourcas +¢o

ty level,

'J.

facilitat2 the change proc2ss. At th2 aciiv
kowever, “here is little interaction, J2nerally just
dirzction provided and in )ne'instan:e the need f£or change
was no*t recognized. Tharz is trainiag provided where
reyuired. It is not always percziv2i as being adequa<s, but
thare is a concer+ed effort maie to 2nsure that it is
available.

2) Is th

(L]

”. I

mplemertatisn pracess 1s23? The
implementation process is used. How? By ensuring cha*
thsre is Unfreezing, Moving, and Rsfrz2zing. W#hare? It

would appear that “he Unfr2ezing stays primarily affects =h=2
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Major Claimant, while the Yoving 2nd R=reezing stages

primarily affect the local activity. The Unfreszing

primarily affects the Ma jor Claimant bscause of its role

with setting policy and promulyating change, while the

Moving ard Refreezing affacts the 1o-al activity activity

primarily with the nreed f>r advanczd *training prior +o

implementation and feedback %o

evaluitz problems encountered

during the implementation >r changs Jrocess.

C. RECOMMENDATIORS

Based on data gatherei for this s+tudy, subjzct to tke

linitaticns discussed abovza, th

sound iImplementation procz3ures.

to emphasize *the areas that ars
recommerdations are provii=d:
1) A primary concern of <*he
of trairing or preparation for
assure +that ths local activity
for a change, a more intensifiz

praogram could be investigated.

€ Navy does appsar to use
I+ would seem appropriate

defiziant. The £s5llowing

1ocal activities is the lack
th2 n2w change, To help
is a1dr2 adequately prepared

d training or notificaticn

2) An improved feedback or post-iaplamentation evaluation

program. This could ensurz Implemantation problzms ace

idantified for evaluatisn, and

servs as a guide to +he




R S VU SN S W

actual status of tane implamentation process. Th2
idsntification could be doae on a rai1dom basis with a set of
relevant questions which are statistically analyzed.

3) Publish current chanyes and ths status of their
implementation on a periciic¢ basis. Thrcugh *he use of <he

Finarcia

ti-

Management Newsliatter (NAVSD P-3568), there could
be a periodic review of thaz current changes ip the Navy
financial management syst2m, with th2 status, ard a raview
of problems which have dccured duriny the impleasntation
process.

Based on the research 2f this thssis, “he Navy dces have
an implementation proceiurz, at both the policy and field
levels., Although the sample sizs w2s limited, it is evidenz
that change does occur in an orderly manner. Th: emphasis
is diffsren+ at the two 1lzvels, The poslicy levzl is more
design ard formulation orisznted wharzas the field level is

more concerned with the actual day-to-day operatiors.

Without sound implementation procelduras, and some
unierstandiny of change, there would nc doubt be some form j

of mass confusion. }
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The material in this appendix is 2xerpted from 2

Master's Thesis by Ccopsr arnd Littl=ton, Ipntegrated

o

isbursi

3
fe¥

Accounting (IDA), Its Dsvelopment ard

g an

Accounting can be dsscribel as ths art of rscording,
classifying, and summarizing inp a sigjnificant aacnec and in
terms of mon=2y, transactioans and =veats which are, in parz
a+ least, of a financial charac*ter, ind interpratirg <he
results therscf. [Ref. 15:p. 11]

Although %this short dzfirition highlights th:z essence of
aczountirng procedures, it fails to pdint out why accounting

is done and for whom. Th2 essznce of these twc points is

w

that accountiag must not b2 viewed a2z an ead in itself, but
rather as a *o0ol for accomplishing organiza+ional

objectives. Tharefore, ascounting is a service activity

whose function is to proviie quantitative inferaa+tiorn, %
primarily financial in natare, abosut specific esconomic

entities, which is irtend2i toc be uszful in makiang esconcmic
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dezisions. Accounting is a means 5f communicating this
quantitative information t> those wh> have an interes% in
_interp;eting and applying this inforasation. 1In the private
sector these users vary £rom ma2nagamant Or OWDRELS %O
investors and requlatory ajencies. Th2ir needs and
expectations determine thz2 typs of iaformation required of
the accounting systenm. >counting provides thz informa+ion
that can be useful in evalua*ing managyement effectiveness in
fulfilling its stewardship rols ani other managarcial
responsibilities. ([Ref. 15:p. 11-12]

Finarncial stat2ments are the m2ans by which information
accumulated and process2d is psriodizally communicateld %o
+hk2 users of the information. Therefore, they have to be
desigred to serve the neeis cf 2 varisty of users,
particularly owners and crzditors. _Ra2f. 15:p. 12]

A, GOVERNMENT ACCOUNTING

In -“he public sector, ths varisus users ars 2195t
concerred with a profit or loss in a business seanse.
However, “hey are extremely concernzl witn 2rsuring that
maximum benefi* is receival for evary dollar spsnt and that
suitabie control is main+tained over 2xperditures. Where +he

private sector a+tempts to maximizsz profits, th2 publi
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sector attempts to maximiza benefits received for a given
level of expendi‘ures. Even thouga ths focus o>r objectivses
are different, accounting s5till plays 2 significant rcle in
rTeporting on the results of opsrations and ersuring that
various laws and directivss ar2 complied with properly.
Accountirg is also concern2d with providing irnformation that*
is accurate and timely. [Ref. 15:p. 12-13]

Accounting in the F2d2ral Sovernasnt is desigred =zo
provide financial information for 3 variety of users, such
as the management of a particular agsncy, *he Dapar+ment of
the Treasury, “he Offics >f Managsmsit and Budga%, %he
United S*ates Congress an3 the Amerizan public. This
financial information is used to facilitate effizient
managemer+t; support budget requests; shcw the extent of
compliance with legal provisions; rsport (in fiaancial
terms) tc other agencies, the status and results of <he
agency's ac*ivities. [Ref. 15:p. 13]

B. NAVY ACCOUNTING

The basis of the Navy's pra2sent accoun*ing system can b2
traced *c the Budget ani Accountiny Act of 1921, This
legisla*tion established th2 General Accounting J£fice (GAO)

headed by the Comptroller 3Seneral of *he Urit=d States. The
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Comptroller General was given the responsibility for
developing governmental aczcounting systems. H2 was alsoc
given the authority to nakz2 expenditirs aralysis; maiatain
ledger accounts; investigate ra2ceipts, disbursesesnt, and

appliication of public funis; examins books, dccumernts,

()]

papers ard reccrds of financial transactions; and perform
audits as necessary. The Navy accounting syst2z is open *o
GA) review and has continually recsived the Comptrollsr
General's approval during such =xamiaations. With ths
exceptiorn of some accouating procedur=ss utilizai for =he
oparatirg forces and ths janeral =xtant of autom2tion withirn
ths system, tne Navy accoun+ing syst:za is very similaz to

those of “~he other armed sarvices.  R2f. 15:p. 13-14]

Acccunting has three 1ajor purpos2s in “he Navy. Thsy

1« To rTepor* +*he use of furis undsr the various
appropriations granted to the ¥avy by Congress.

2. To control +he oblijations and =xpenditurss of furnds
ani thus to pravent +heir 2xcesding :hz limitations impcsed
by Congress.

3. To provide apalysis 2f the costs of maintspance an

operatiors, construction, and procur2asnt. [Ref. 15:p. 14]
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In addition, establishad Navy accounting proceduzss have
th2 following specific goals:

*To main*ain consistency between funi administration and
bujgeting processes;

*To provide *imely accounting inforaation for management
review ard to meet the regiirements 2f statutes;

*To maintain adequate aczc-ounting zo2ntrols of toral
resources, distirguishing between fuided and unfunded
availability;

*To provide adequate controls ovar commitments arnd
obliga*icns pboth incurr=sd and outstanding;

¥*To provide control of r2alized r=zc2ivables at alloimerns
level, with proper integration with nareau/offiz= system
command control ledgers; and

#To prcvide for commitmsnt accounting at all lavels of

th

unding. [Ref. 15:p. 14-15]

The basizc crganizational ea=i“y in the Navy's accounting
system is the Au<horizatisn Accountiirg Ac*ivity (RAd).
Thase crganiza“ics are dasign=2d «5 c=2ntrally parform <*he
acszountirg functions for osther activities., By csntralizing

+hese funcztions, *he Navy hopei to acaieve a more sfficient

use of resources and a mor2 rapid collsction of financial
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data. I% relisved the oparational 1-i*s »f excessive
involvement in complex functions whizh would have otherwise
bean a tremendous administrative burier if done locally.
Whan ar activity is designated an aaAa, it is officially
responsible for providing:

1. Appropriation Accounting

2. Inventory Accounting

3. Plant Property Accoun*ting

4., Cost Accounting
5., Payroll Accountiny [Ref. 15:p. 15]

Other func+ions can b2 assigned at +*he discra+.on of zhe
Conptrcliler of the Navy (NAVCOM2T) dzoending upon he size
and prccessing capabilitiss of thes a3A. Typically, however,
tha services provided by 22 1Ad ar:z static in nazura frcm
cn2 periecd *o ancther. Tha* Is, the 3zta *“0o be collected

-

and the

Ity

ormat ir which tha+ data will be 4isplayed are, *o
& large ext=snt, prescribel by NAVCIM2I. An inhsrernt
raspensibility of the AAA is %o proviilz guidanz2 “o customer
activities in crder “o assiz=2 aor:s timely and 2ffectivs

managemen< o2f resources. _ Ref. 15:p. 15-16]
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(0 1. das there a visible problzm or si‘ua*ion rneeding

(B) 2. Did this field activity hav2 3 need for +«he changs?
(0) 3. When was this fi:1d ac+ivity informed of the
upcomirg change?

Was it before or af*er *hs implementation da=e?
(U 4. How did the chany2 take placz=?
() S. ~Was thers a resistanc2 to th2 change by *his fielj
activity? What? Why?

dow d2d =*he low 2chelon p2rsonnel react to *he
change (i.e. personnel subordina%ts to senior cognizan<
military and civilian)?
(0 6. Was there a ne=d for a2dditional cesourz=as? ( 3's,
personrel)

Were resources allocated?
(M) 7. Was informa*ion drtovided to ensure this field

activity knew why the chanjye was ozcaring?
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oczur?

(M) 8. Was training provided %o this £field activicy *o

ernsure efficient and effective implanantation of the charnge?

(R) 9. Were the changes perceivsd 2s being pesrmanent?

(R) 10. Was there a pos=-implemenza:ion evaluation of the

charge?

(M 11. Was feedback solicitel from this field activity?
If yes, what was the naturs 2f the fz:zipvack

rajuested?

When was the feedback solicii=d?
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