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PREFACE

The pages that follow provide descriptions of techniques in accounting and
financial management appropriate for prototype development in the planning
process. The purpose of these descriptions is to assist the Planning
Division, Navy Accounting and Finance Center, in selecting techniques for
preparation of planning wedge packets for prototype development.

The candidate techniques described herein were selected because of their
applicability to the Planning Division's mandate for development, evaluation,
and monitoring of policies, concepts, plans, and objectives for Department of
the Navy (DON) accounting and financial management systems improvement. Each
of the techniques described will provide NAFC-12 personnel with the opportu-
nity to take a more interactive, real-time approach to working with the pro-
ject managers in the other directorates and commands.

The immersion of the planning staff in the day-to-day activities of the
on-going projects will not only assist those projects, but also over time,
build up the technical skills and field experience of the planning staff. The
end result of this effort will be higher quality middle and long range plans
for improvements in financial management.
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I. APPLICATIONS OF MICROCOMPUTER TECHNOLOGY IN THE PLANNING PROCESS

INTRODUCTION &’ Thou 'wa:f\fvucuq,

This discussion will focus‘gﬁ the applications and associated advantages
of microcomputer technology in the Planning Division and other commands
involved in financial systems planning. The objective of using a
microcomputer in the planning process is to provide more timely and accurate
information, provide upper management with additional decision-making
information and reduce manual effort. As a result, the Planning Division will
have better control of the planning process with additional time and
capabilities to branch into new areas of planning:;72

BENEFITS

The applications which may be useful to the Planning Division and the
other divisions include:

e graphics;
e word processing/text editing;

o “tickler"” file;

o electronic spread sheet accounting (including a projection capability);
and

modeling.

Graghics

A graphics package can create a number of useful charts and graphs
including: Gantt charts, PERT charts, bar graphs, curves, or pie charts in
black and white or color. These and similar graphic presentations provide a
simplified and highly visual display of otherwise complex information. An
automated graphics system facilitates rapid production of these displays and
provides the capability to easily and quickly generate alternative
presentations. When updates are needed, the system will automatically create
a revised graph or chart based on the updated information.

Word Processing/Text Editing

With a word processor/text editing software package, the Planning Division
can update, edit, rearrange and store all plan narratives, reports, and other
documents, This will facilitate the concept of a "living” plan, one that can
be readily updated to reflect frequent changes.
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"Tickler"” File

On an on-going basis the microcomputer can be used as a scheduling and
"tickler" system. For example, the schedule for Plan updates can be input
into the system and reviewed by the planning staff as desired. Also, the
milestone schedules for current projects can be input so that the Planning
Division will be reminded to check with the project manager on his project's
progress. This will provide NAFC-12 with a valuable aid to supplement the
information received from and reducing reliance upon the Project Managers.
Thus enabling NAFC-12 to track project progress without relying solely on the
project managers. Through the use of this tool, the Planning Division can be
assured of a timely and effective updating process. The system can also
contain documents and/or questionnaires used in the updating function which
can be printed un hardcopy, as needed.

Electronic Spread Sheet Accounting

A spread sheet package can be used to eliminate numerous manual
calculations. This is particularly useful in large spread sheets where
several calculations must be completed and a change in one assumption will
require total recalculation. On a microcomputer, when data is revised the
calculations and totals are updated automatically to reflect the revision,
eliminating any manual effort,

If resource estimates are incorporated into the Master Plan, the Planning
Division can create a spread sheet with project dollar costs or man—hours per
year. With such a spread sheet, the system can calculate yearly totals and
variances between planned and actuals, Attached is a sample spread sheet on
the DON's FMIP. The resource costs are hypothetical to illustrate the
calculation capabilities of a software spread sheet package. Also, 1f an
assumption is made that the resources are going to increase at a given
percentage each year, the spread sheet can calculate the annual resources for
the individual projects based on the first year's data. Other spread sheet
applications include budgeting and an EDP risk matrix.

Modeling

The Planning Division can use a microcomputer for modeling techniques.
Modeling techniques test the impact of "what if" assumptions and scenarios and
can be used for cost/benefit, risk or sensitivity analyses. These techniques
are discussed in further detail in Section III.

CONCLUSION

This discussion has briefly described a few of the potential applications
of a microcomputer system as a planning tool in NAFC-12. A microcomputer will
provide more timely and accuriate information for decision waking while
reducing the amount of manual effort required. Microcomputer techniques found
to be effective time-savers at NAFC-12 can also be exported to other
directorates and commands to facilitate their planning efforts.
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Electronic Spread Sheet Sample
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II. "PLANNING ISSUES MEMORANDUM": DISCUSSION OF CENTRALIZATION VERSUS
DECENTRALIZATION OF FINANCIAL MANAGEMENT SYSTEMS

} INTRODUCTION

| This discussion will focus on the benefits to NAFC~12 of the issuance of j
l periodic "Planning Issues Memoranda”, and on the particular utility of such a '3
memorandum on the issue of centralization versus decentralization in financial

management systems. The Department of the Navy has been criticized for having
; developed numerous management information systems at major commands that are

duplicative in scope. See the October 15, 1979 Report by the U.S. General iy
Accounting Office entitled "Duplication of the Navy's Management Information
Systems Is Costly."” The present FMIP Master Plan attempts to solve this ]
problem via numerous system consolidation and standardization initiatives, )
including consolidation of design responsibility.

years due, in part, to the nature of its decentralized command structure. An
advantage of this currently decentralized MIS development is that each command
can obtain an MIS tailored to its own needs. The disadvantages of a decen- i
tralized system include the enormous costs of highly duplicated software and a |4
lack of standardized Navy accounting systems. The argument for a decen- ;
tralized MIS environment has been strengthened by the dramatic decreases in :
ADP hardware cost brought about by mini/microcomputers. b

The Navy's inventory of duplicative decentralized MIS has evolved over the f

The technique proposed in this section, for consideration of development
as a planning wedge packet, is the issuance of formal Planning Issues
Memoranda. In this particular case, the Planning Issues Memorandum would
provide an objective discussion of the advantages and disadvantages associated
with either a centralized or a decentralized strategy. The purpose of this
memorandum would be to focus discussion within the Navy on the validity of its
system design consolidation effort. As a result, policies could be developed
or modified to guide the long range plan of system improvements.

| -t kbbb Aot

If successful, the Planning Issues Memorandum technique could be used to
focus discussion on other broad planning issues and thus serve to stimulate
long range thinking.

BENEFITS

The benefits accruing from the issuance of a Planning Issues Memorandum on
the centralization versus decentralization issues are as follows:

o an updated perspective, based upon the latest technology as it bears
upon approaches to ADP systems operations and development, and account-
ing functional operations; and
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o an opportunity to upgrade the skills of the planning staff through
involvement in the latest technological issues such as distributed
processing, programmerless development and prototyping.

There are three major aspects of the centralization/decentralization
issue. These are:

o ADP hardware configuration;

o software development; and

o functional operations.

Each aspect is summarized briefly below. 1If this issues paper technique
in adopted, the wedge packet would incorporate a broader discussion of these

and related matters.

ADP Hardware Configuration

A decade ago, a centralized ADP network with a large host mainframe serv-
ing several remote terminals was the normal configuration approach for servic-
ing several remote sites. The reasons for this configuration were mainly
economical -- a mainframe computer was such a large capital investment that it
was inconceivable for each site to have a dedicated host central processing
unit. Moreover, the centralized "hub” approach required only one systems
operation staff.

The dramatic improvements in the ADP performance/cost ratio have eroded
the economic advantages of the hub approach. Today, a mini/microcomputer
configuration with one megabyte of main memory and ten megabytes of "hard"
Winchester-type disk memory can be purchased for less than $20,000. Thus, the
mini-at-each-site approach may produce significant savings in telecommunica-
tions expenses when compared to the time-sharing hub approach.

A third alternative is to combine the hub and the mini-at-each-site
approach to form a distributed network. This provides reduced telecommunica-
tions expenses because a substantial portion of the processing requirements
are off loaded to local sites but communication with headquarters or the
regional hosts 1s provided for those applications that require it.

Software Development

Although an application may be processed on a decentralized, distributed
ADF hardware configuration (which could be either stand-alone minis or com-
munications linked minis), the software could still be standardized and
developed centrally. Remote sites can receive their production software in
object code format. The major advantages of centralized design is that the
design costs can be spread over several user sites and all sites will use
standard procedures, facilitating staff training and transferability.

Another approach is to have each site develop its own software and proce-
dures. The main advantage of this approach is organizational: a manager can
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have a system tailored to his unique requirements and is not dependent upon a
central design agent. The major disadvantages of this approach are the
duplicative development costs and the great likelihood of nonstandard
practices and lack of support. This usually makes coordination, training, and
transfer of personnel among different units more difficult. Conclusions
resulting from compliance audits performed at one site are not relevant to
other sites.

The adverse effects of decentralized development can be mitigated by
dictating standard interface requirements. An example of this approach is the
Internal Revenue Service requirement that payroll withholding data be trans-
mitted on magnetic tapes prepared in a prescribed format. The IRS is not
concerned with how the employer produces the tape as long as the data is
accurate and in the prescribed format. Since the IRS does not have audit-
level assurance that each employer's system has good internal control and
produces accurate data, standard interface requirements are all that is
realistically feasible.

Functional Operations

Functional accounting operations can be performed at different levels on
the centralization/decentralization spectrum. A centralized accounting
activity is generally performed on a centralized ADP hardware configuration.
However, a decentralized accounting function can be performed on either a
centralized hardware configuration (using remote terminals) or a decentralized
configuration (using stand-along minicomputers).

Even configurations based on stand-alone minicomputers can provide
decentralized functional processing with centralized summarization. This
could be achieved by mailing diskettes to a host ADP center or through
telecommunications.

CONCLUSION

The dichotomy of poles (centralized and decentralized) and the trichotomy
of aspects (ADP hardware, development, and functional operations) can be
arranged in a two-by-three matrix. A study can proceed with an investigation
of past projects that were developed and operated according to the character-
istics of each cell in the matrix., The assets and liabilities of each system
investigated can be enumerated and quantified (if possible). This empirical
data can be used to establish policies and guide long-range planning. The
general Planning Issues Memorandum techniques can be expanded, 1f successful
here, to other issues as a stimulus tc thinking about planning.
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I1I. MODELING TECHNIQUES

INTRODUCTION

This discussion will focus on the benefits to NAFC-12 of utilizing model-
ing techniques during the planning process. Modeling is an effective method
of evaluating alternative system options and examining the impact of alterna-
tive scenarios. A model can also be used to develop analyses such as sensi-
tivity, cost/benefit and risk. The advantage of using modeling to evaluate
alternative system plans is that it documents the impact of the assumptions,
thus providing management more information for decision making purposes.
This, in turn, leads to more confidence in and commitment to the planning
process,

Modeling techniques can range in difficulty from very complex, where
numerous detailed assumptions and variables are examined, to very simplistic
where only the key impact variables are considered. For planning purposes
only a simple model which will test the effect of major events and assumptic
is necessary. The model can be designed to determine the impact of signifi-
cant events on the project milestones, other project timetables, costs,
man-hours, and field operations,

BENEFITS

As the Planning Division becomes increasingly involved in assisting other
divisions in the development of Plan input, it is imperative that the Planning
Divigsion have an approach to evaluating system options, This discussion will
outline the advantages of using modeling in the planning function and will
highlight the following areas:

e the evaluation of alternative systems;

e the development of sensitivity, cost/benefit, and/or risk analyses;

e the development of contingency plans; and

o the discussion of modeling examples.

Evaluation of Alternative Systems

Through the use of modeling, the Planning Division will be able to evalu-
ate each alternative system design under numerous environmental, operational
or budgetary assumptions., This enables NAFC-12 to develop strategies which
are responsive to the "most likely"” scenario. The advantages of examining
multiple scenarios include:
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e political, economic and technological issues can be simulated as they
occur in real life;

e alternative scenarios will emphasize the adaptability of strategies to
future conditions; and

e management can participate more readily in the development of a "most
likely"” scenario than in more analytical techniques.

Although this technique does not require a computer planning model, an auto-
mated model requires only a change in input data to evaluate any change in
assumptions, and eliminates the manual reworking of schedules or calculations.

Development of Analyses

Modeling lends itself toward the development of analyses. Through the use
of modeling, the Planning Division can develop cost/benefit, risk and sensi-
tivity analyses for the assessment of system options. While examining parti-
cular options under different assumptions, the Planning Division can determine
which systems are particularly sensitive to changes in the environment. This
type of analyses will give the Planning Division the opportunity to develop
future system enhancements which will reduce the financial and accounting
systems' vulnerability to a change in environment. Senior management should
be made aware of especially vulnerable areas within the Plan during the
approval process.

Through the use of modeling and analyses, the completed Plan can contain a
list of assumptions, along with a discussion on the kinds of situations which
could significantly lower the value of the plan, including p-ecautions which
could reduce the risks. The precautions are determined based on tests of the
options' sensitivity under various assumptions.

The Planning Division can use the model to manipulate the timing of pro-
ject milestones and resource estimates to determine the most efficient method
of future system implementation.

Development of Contingency Plans

Given the uncertainty inherent in long range planning, it is beneficial to
develop contingency plans to take into account likely future events. These
contingency plans can be developed by modeling the impact of multiple
scenarios on the long range plan. Then, when there is a major shift in the
Navy environment, the relevant contingency plan can be ;ut into effect. This
approach increases the flexibility of the long range plan.

Discussion of Modeling Examples

Two examples of modeling applications relevant to NAFC will be discussed:
1) a cost effectiveness analysis; and 2) an information flow analysis.
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Cost Effectivness Analysis. The modeling example on cost effectiveness
will focus on the analysis of an effort to consolidate processing centers. To
evaluate alternative consolidation strategies based on a cost criteria, the
analysis should consider the initial investment, the operating costs, the
salvage value of real assets and the timing of these costs. An automated
model will eliminate the manual recalculations required in an interactive
process where numerous assumptions are tested.

In this example, a complete analysis may include the manipulation of
assumptions such as: the number of processing centers; the number of person-
nel; the telecommunication costs; and the computer costs. The results of the
analysis will be a determination of the optimal number of processing centers.

Further analyses can result in a determination of the most cost effective
computer system for the processing centers, a centralized system or a decen-
tralized system. Once a cost effectiveness model is developed, it can be
utilized, with some manipulations, to analyze other cost effectiveness prob-
lems both within NAFC-12 and in the field operations.

Informative Flow Analysis. An example of an information flow analysis
relevant to NAFC is the development of a model to simulate the payment author-
ization process prior to disbursement, By looking at historic records and
questioning the individuals involved in each step of the process, it is pos-
sible to simulate the amount of time and labor required to complete a payment
disbursement. The model can go so far as to take into account sick leave,
vacation leave and vacant positions of the employees involved in the disburse-
ment area.

Using simulations, different policies can be tested under the same condi-
tions (number of outstanding vouchers, types of payments, locations of disbur-
sing centers) to determine, for example, which of two alternative policies
produce shorter response times or lighter workloads.

CONCLUSION

The Planning Division can use modeling techniques to: aid in the evalua-
tion of alternative strategies; examine the impact of alternative scenarios;
develop analyses; and design contingency plans. The models can be as simple
or complex as necessary. By utilizing this state-of-the-art technique,
NAFC-12 can increase the flexibility of the long range plans and provide
senior management with additional decision-making information.
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IV. PLANNING CONFERENCE

INTRODUCTION

This dicussion will focus on the use of conference of T-group techniques
by NAFC-12, As a result of using these techniques, the Planning Division will
gain additional credibility as an active participant in DON-wide planning.
NAFC's sponsorship role in such a conference is to assure a structured envi-
ronment in which ideas can be exchanged and problem areas explored.

The participants should include a member of NCB, a representative from
CNO, a representative from the comptroller's office, and all NAFC directors.
With these participants, the planning conference can explore the goals, objec-
tives and assumptions which must be considered in the Master Plan. The sought
for end result will be a better understanding and coordination, and perhaps, a
consensus on the general direction of future system improvements and design.

The session should be held away from the office and be of adequate dura-
tion so that the directors can concentrate on the issues at hand.
BENEFITS

The benefits of a planning conference are discussed in the paragraphs that
follow.

Structured Environment

Through agenda planning and development, NAFC-12 can lead the conference
attendees through the logical phases of systems planning. Pre-conference
mailing of agenda and discussion areas will enhance conference benefits by
giving lead time for preparation of generalized planning outlines. The con-
ference environment will thus provide a focus for more indepth planning by
leading the group through planning stages 1.e. preplanning activities, plan
implementation, and plan evaluation.

The agenda would be constructed to achieve shared understanding of the general
direction of the financial systems to fulfill DON goals and objectives. It
could consist of the following:

o A presentation by the Navy's Comptroller or Deputy Comptroller on near
and long term objectives;

e A general discussion on the goals of the future system enhancements;

e A presentation of point papers on technological, statutory, and regula-

tory changes, and a discussion on how the Plan should accommodate each;
and
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e A presentation of the long range planning assumptions with a discussion
on what variables should be included in the "most likely” scenario.

Feedback

The conference serves as an arena for feedback in a non-threatening con-
text. Throughout the meeting, attendees will be exchanging their long range
planning concepts and ideas. Through this exchange, each director can look at
his division from another point of view. Consequently, previously unexplored
concepts and techniques will surface which may result in a reassessment of
Plan issues.

In addition to providing new ideas, the feedback process also prevents
system replication through open communication between divisions. Due to the
relative autonomy of each division, it may not be apparent that two staff
offices are planning a similar system effort. In an environment designed to
promote planning, barriers between divisions will be reduced, and organiza-
tions and individuals will be more likely to adopt a cooperative rather than a
competitive stance.

Expert Consultation

The planning conference presents an ideal situation for implementation of
a modified Delphi technique. This technique consists of soliciting topical
information from individuals considered experts in their field. Using this
approach, NAFC-12 can canvas a group of experts in the fields of financial
systems and/or current legislative activities. These experts can keep NAFC-12
abreast of recent developments. If possible, the experts can also make pre-
sentations at the planning conference or act as facilitators or conference
resource people.

CONCLUSION

The products resulting from a planning conference can be a general consen-
sus on: the future direction of DON financial systems; the as3jumptions to be
utilized in the Plan; and the revelant DON goals and objectives. The initial
conference should adopt the goal of setting long term objectives and of
providing the setting for developing a road map; i.e., a long range plan, for
their accomplishments.

Subsequent planning conferences held prior to the scheduled annual update
of the Master Plan gives all the NAFC directors the opportunity to reassess
the Plan under current conditions. The prospective system enhancements can be
evaluated based on: the past year's events; current projects' progress;
technological changes; revised long range planning assumptions; and revised
DON-wide goals and objectives.
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V. POST-IMPLEMENTATION REVIEW OF A SYSTEM'S MISSION ATTAINMENT

INTRODUCTION

P —————

This discussion will focus on the use of a post-implementation review by
the Planning Division. A post-implementation review of a system's mission
attainment is designed to:

[

o determine whether original user requirements have been met;

e assess system performance in terms of user satisfaction, operations and
i cost; and

e develop recommendations for system improvement.
Specifically, this review evaluates the capability of a system to provide

users with cost effective, timely and accurate information for use in the
decision-making process.

s o b

BENEFITS

‘ The post-implementation review is a powerful tool which can be adopted by
; the Planning Division for use in its newly acquired systems evaluation func-

‘ tion. The use of this technique will aid a structured evaluation of financial
management systems in terms of DON mission and objectives and will provide
NAFC-12 with a clear basis for establishing systems recommendations. These
recommendations can then be integrated into the planning division's mid and ]
long range financial management plans and improvement efforts. A reciprocal
effect is achieved whereby post implementation reviews provide a basis for
more refined planning and policy development, thus providing a basis for more
efficient systems design and development.

e e ee
e o

The major steps in a typical post-implementation review are described
briefly below.

Review Implementation

The review implementation consists of two stages: fact finding and analy-
sis. These steps will be carried out in each of the following functional
areas: personnel efficiency, data and report utility, and benefit achievement.

During review implementation, NAFC-12 ghould involve the organizational
divisions, which developed the system, and the functional sponsors to obtain a
clear understanding of the system's intentions and subsequent performance on a
first hand basis.
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Personnel Efficiency. All personnel involved in the processing cycle from
data entry clerks to report preparers must be identified and evaluated for
efficiency of interaction with the system. The source of any deficiency
should be determined and recommendations prepared. For example, problems in
system interaction can arise because of mission modification. Operating
personnel will experience difficulties in carrying out a revised mission when
the system was originally designed to fulfill another function. As a result,
a system intially supportive of agency objectives may no longer be effective
under new conditions. Recommendations could include system redesign or reedu-
cation of the operating personnel.

Data and Report Utility. The identification and evaluation of systems
output should be based on three criteria: (1) Does appropriate, valid and
unbiased data exist? (2) Is this information being communicated in an appro-
priate format to user management? (3) Does management use the information in
decision making? The evaluation of data utility necessitates that the audit
team possess or acquire a working knowledge of the organizational needs and
information flows., Greater sensitivity can be achieved through user inter-
views as part of the fact finding process.

It would be useful during this phase if the Planning Divisfon contacted
the functional sponsors to ascertain if informational needs are being met or
1f valuable time is being wasted sifting through irrelevant data. Taking into
account the Navy's emphasis on integrated financial management systems, a
comparison should be made of different user groups' success in systems utili-
zation. For example, Headquarters personnel in Washington may indicate that
an integrated disbursing system is producing timely and relevant payment data,
while field offices may not receive any reports or not receive them in a
timely manner.

Benefit Achievement. Any discussion of expected versus actual benefits
must include both intangible and tangible benefits. It will be necessary to
interview the systems users, particularly when assessing those intangible
benefits, such as improved decision making. 1In addition to interviews, actual
cost savings can be defined by an analysis of historical data. Pre-and
follow-up cost/benefit analyses also can provide a basis for evaluation if
they are reinforced by interviews and personnel observation,

CONCLUSION

In addition to comparing projected versus actual performance, the review
serves to trace deficiencies back to their source. Once a clear understanding
of the causes of a deficiency is known, then the committee can proceed to
prepare recommendations. Recommendations should address both the operational
and mechanical aspects of the system and can include changes to users methods
of utilization, reeducation of operating personnel, and system enhancement.

In cases where changes in mission objectives have affected system utility,
certain phases of the system may require redesign. The prospective redesign
can then be integrated into the Master Plan.
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VI. POTENTIAL USE OF INDUSTRIAL ENGINEERING TECHNIQUES

INTRODUCTION

One of the difficulties of long range planning is that external con-
straints such as new regulatory requirements may require organizations to
shift resources in a manner different than originally planned. Industrial
engineering techniques can be utilized by the Planning Division to evaluate
operational processes resulting in the development of system improvements to
be integrated in the mid and long range plans.

A recent example of a regulatory requirement which may require operational
changes is the Prompt Payment Act of 1982, To facilitate compliance with the
Prompt Payment Act, industrial engineering techniques can be used to determine
if near term procedural changes can be made to streamline the vendor payment
cycle. A major advantage of this approach is that it is generally easier to
make near term system changes by revising manual procedures than by reprogram-
ming the applications software.

BENEFITS

Application of industrial engineering techniques to evaluating the vendor
payment cycle may yield the following benefits:

e a more streamlined payment cycle due to greater concurrent task perfor-
mance and a more systematic approach to workload smoothing and distri-
bution;

® a greater awareness and knowledge of industrial engineering throughout
DON accounting activities. This greater awareness and knowledge may
enable personnel to apply these same techniques to yield improvements
in other functions; and

an opportunity to involve Planning Division personnel on a real-time
basis in solving today's problems. This assistance would benefit both
the accounting activity and the Planning division because the planning
personnel would obtain additional valuable field experience.

Approach to Using Industrial Engineering Techniques

The following industrial engineering techniques may be useful for studying
and improving a set of manually-performed functions:

e Work measurement - This involves quantifying the labor content, in
staff hours, necessary to perform a specific task. This is usually
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done by recording the time needed to perform several iterations of the
task and then calculating a per-unit rate. There are a number of
approaches to measuring work. An expedient and economical approxima-
ting method is work sampling. Work sampling involves observing work on
random occasions and extrapolating the results to the entire work

week. A more elaborate approach is detailed diary reporting in which '
all activities are assigned numerical codes, and workers record the

task code and stop times on coding sheets that are computer summariz-
ed. There are other work measurement approaches including corroborated "
interviews and time and motion studies.

i

l

e Queuing model - The vendor payment cycle resembles the classic queu- r
ing model where there are different work stations with respective i
i service times. Arrival time and service time distributions can be

The above techniques can be used to evaluate payment activities to identi-
fy bottle necks and excessive queue waiting times, Alternative staffing
configurations can be proposed and evaluated. Those staffing configurations !
that show promise can be pilot tested to see if transaction elapsed time is 3
reduced. :

? estimated and an interactive program can be used to perform sensitivity A
: analysis and simulate results of different staffing levels. The total d
; transaction elapsed time, station service times, and wait times can be %
% evaluated under different staffing assignments. ¢
i

CONCLUSION

The use of the industrial engineering techniques described above to evalu-
ate the vendor payment process can be tailored to analyze other accounting
processes, The Planning Division can incorporate this type of technique in
evaluating alternative processes to be integrated in the Master Plan. i

REE———— e
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VII. SHORT TOUR CONCEPT

INTRODUCTION

An important criterion for effective planning is that participants be
knowledgeable about the subject matter and organization for which they are
planning. An alternative to recruiting experienced field personnel to staff
the Planning Division is to send existing Planning Division personnel (who do
not possess the desired field accounting experience) on short tours (10 to 30
days) to field accounting or design activities. If coordinated properly, this
tour can benefit both the receiving activity, by providing an additional
resource during a period of urgent demand, and the Planning Division, by
giving the planning analyst some operational experience.

BENEFITS

Over time a well structured and planned short tour program will yield the
following benefits:

e valuable, real-time consulting expertise provided to project managers;
and

e a well-rounded planning staff with "hands on" problem solving exper-
ience in accounting operations and systems development,

Approach to Implementing a Short Tour Program

Selection of the Receiving Unit. Receiving units will be encouraged to
apply for the use of a planning analyst. The assigned planning analyst can
effectively participate in such activities as: system life cycle documenta-
tion; quality assurance; and system crossover planning, If the demand for
planning analysts exceeds the supply available, preference can go to nearby
organizations to keep travel expenses to a minimum.

Need for Pre-Tour Planning and Coordination. If the short tour program is
to be a success, it must get off to a good start and provide benefits to both
the receiving unit and the Planning Division. If the first several attempts
at having a tour result in marginal value, there will be little enthusiasm for
continuing the program. Therefore, procedures should be instituted for pre-
tour planning and coordination., These procedures can include:

e tour work content to be defined in advance in sufficient detail to
avoid erroneous expectations;
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e pre~tour interview (in person for local units) in which the receiving
project manager and the planning analyst can discuss the scope of
effort and determine if the tour would be mutually beneficfal; and

e advance reading assignments so that the planning analyst can be know-
ledgeable about the specific subject matter and thus, productive on the
first day of the tour,

Post-Tour Appraisal. At the conclusion of the tour, the receiving project
manager and the planning analyst will complete a post-tour evaluation report
in which they list the strong and weak aspects of the tour and suggest recom-
mendations for improvement. These post-tour evaluation reports can be a
valuable source of ideas for improving the tour program.

CONCLUSION

The short tour approach has the potential to be of significant benefit to
an over-loaded project as well as to the Planning Division. In order for this
program to be a success, it must produce tangible results from the start.

This can be best achieved by instituting sufficient procedures for pre-~tour
planning, coordination, and post-tour appraisal.

THE ORKAND CORPORATION

 nte i d

VII-2







