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MANAGEMENT 
CONTROL SYSTEMS 

ASA TOOL FOR 
This article presents an overview of the Huy model of planned organizational change 

and uses the model to interpret the evolution of the management control systems 

of two similar organizations over approximately a ten-year period . 

PLANNED 
ORGANIZATIONAL 

CHANGE 
MATT B EE KMA N . RO B ERT H C HENH ALL. Ai~D K J EU S KE 

n management control literature 
there is growing interest in the 
role of management control sy s
tems in planned organizational 
change. The existing literature is 

concerned with either rational, techni
cal change principles or more behav
iorally oriented processes of change with 
little emphasis on how these approaches 

int e rre lat e. A more holistic approach to 
th e analysis of c hange is important to 
develop a comprehensive understand
ing of the role of management control sys
tems in plann ed organizational change. 
Huy' provid es a useful integrative model 
that foc us es o n both rational, system
atic practices and the behavioral processes 
involved in their imple m e ntation . This 
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is achieved by identifying four id ealized 
intervention types: commanding, engi
neering, tea ching, and socia li zing . Under
standing th e application of th ese four 
interve ntion types requires analysis of 
the way they interact through time. 

This article presents an overview of the 
Huy model and then uses th e model to 
interpret th e evo lution of th e manage
ment control sys tems of two s imilar orga 
ni za tions over approximately a te n -yea r 
p e riod. The organizations selec ted for 
the study were s imilar and provided an 
ideal opportunity to compare and con
trast the organiza tions' experiences. The 
two organizations are : 

From the military sector 
Approximately the same size 
Working toward essentially the 
same goals for change over the same 
time period 
Implementing the same type o f 
manage m e nt control systems to pro
vide a platform for change. 
Managing change is a core compe-

tency necessary for both successfully 
transforming organizations over time 
and enhancing organizational perfor
mance. There are useful the o ries that 
aid in under s tanding the interac tion of 
planned change in technica l and soc ial 
systems. These theories often prescribe 
the use of highly rational change man
agement techniques that tend to focus 
on understanding how behaviora l inter
actions b e tween individuals leads to 
changed cog nitions and belief struc
tures. Other approaches focus o n the 
gap between t he assumed and ac t ual and 
why the effects of purposive interven
tions may be enhanced or hindered by 
a match or mi s match between assump
tion s and actuality. 

Background 
Researchers such as Simons2 and Davila3 

have discussed the use of management 
control systems (M CS) to effect planned 
change. However, the role of MCS in 
plann ed change ha s not been s tudied 
wid e ly. T he fi eld of MCS contains littl e 
theory or emp irical work that specifi
cally addresses change fram ewo rks or 
how MCS are u sed in efforts that attempt 
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to integ rate both rational and cognitive 
perspec tives . Ration al iss ues involve pur
po s ive change in the design of MCS <1!1d 
other structural and work-related ini 
tiatives . Cognitive co nce rns consider the 
actions of individual s and include con
sideration of th e cognitions or the knowl
edge structures, core beliefs, and schemas 
that influence the way individuals respond 
to c hange initiatives. 4 

Us ing the experiences of an Australian 
and a U.S. organization, t his proj ect pro
vides an analysis of h ow MCS, init iall y 
based on activity-ba se d cost manage
ment (A BCM). is used as the basis fo r 
change. 5 The change initiatives occurred 
over similar tim e periods in both orga
ni za ti o n s from the initial de s ig n in 1993 
for the Australian organization, and from 
199 5 for the U.S . organization, until 2004 
for b ot h organi za tion s . Before the change 
initi atives were started, the organi za 
ti o n s had a much g reate r emphas is on 
effec tiveness rather than e fficienc y, which 
was a cha racteristi c of military organi
zations at the time. Planning and con
trol by operational units was guided by 
mi l ita ry doctrine and evaluated on the 
effectiveness in achieving milita ry goals . 
Efficiency was not totally disrega rd e d; 
howeve r, it was not a primary foc us. 
Manage ment tended to be operational ly 
foe u sed with few formal manage ment 
controls to integ rate processes. Account
in g was used prim arily for bud geting , 
on a cas h basis. Decisions on resources 
were made at senior levels while resource 
allocation was the responsibility of the 
operational management who were 
focused on execution . 

Overview of the military organizations 
In th e ear ly 1990s, both organi za tions 
faced political pressure to improve effic iency, 
to identi fy the resources associated with 
different levels of readiness, and to become 
m ore accountable for the use of public 
resources . Additionally, t here was g row
ing pressure for the entire public sector to 
change from a "public se rvice" mentality 
to a more "business oriented" approach 
to management. These pressures extended 
to the military with gove rnments pres 
suring the armed forces to justify costs 
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and , more gen e ral ly, demon s trate conce rn 
wi t h d e liverin g o utcomes in e ffect ive a nd 
e ffi c ient ways . An innovative MCS based 
o n A13 C M was see n a s a way to m a p ac ti v 
ities to di ffe re n t ca pabiliti es a nd to asso 
ciate co sts with th ese activiti es. On th e 
bas is o f working with thi s act ivi ty and 
cos t info rmati o n the senio r man age m e nt 
cl a im ed th a t they expec ted th a t th e o rga 
n iza tion s' o pe rati o nal m a n agem e nt wo uld 
m ove fro m th e traditi o n a l mili ta r y effec 
tive ness e mpha s is to an orie ntat ion th at 
focu sed o n effi c iency fo s te rin g a cost co n
sc io u sness . Thi s would sa ti sfy politi ca l 
p ress ure for m o re accountabi l it y and b e t 
te r equip se ni o r mana ge m e nt to a rgu e for 
n e w reso urces or indi ca te th e reso urce 
and capa bi lity impli ca ti o ns o f budge t cut 
back s. Mo re ge ne ra lly, it wa s expec ted that 
the MCS would p rov ide a bas is fo r improved 
unde rstandin g of processes w ith a vie w 
to enhanc ing effectiveness a n d effic ien c y. 

Australian organization 
In A u s tr a lia , ea rl y in th e l l)l) Os g ov 
ernment press ure resulted in the surpri se 
cl os ure of seve r a l faciliti es in the Au s 
t r al ian orga ni za ti o n . As a co n sequ e n ce , 
se ni o r milita r y man age m en t re cog ni zed 
it ne eded to convin ce gove rn me nt th at 
it und e r s to od t h e r esources n ee d ed to 
d e l ive r on a g ree d policy. Imp o rtantly, 
m a nagement n ee ded t o d e m ons trat e 
th a t it wa s a le rt to th e costs o f co n
ductin g d efe n se op e r a ti o n s a n d that it 
co uld p rov id e e vid e n ce of th e p i t fa ll s o f 
reso urce c utba c k s. A l3 C1\tl h a d ga in e d 
popularity in th e priva te sector a nd was 
id e nt ifie d as a M C S te c hniqu e to id e n
t i fy re sources ass ociated with the ac tiv
i ti es o f d e l i v e r in g a g r ee d d efe n se 
o utput s . Th e c han ge p rocess within th e 
Aus t ra li a n o rgani za ti o n in vo lve d three 
di s tin c t s ta ges. Firs t , g iven th e no ve lt y 
of Al3 C M to d efe nse, an init ia l sta ge 
invo lved a fo ur- year p e ri o d ( 1993- 9 7) 
o f researc hin g , d e finin g, and pi lo t t es t
in g th e sys te m s . Thi s was fo ll o wed by 
ro llin g o ut t h e sys t e m s fo r m a n age ri al 
u se across the e ntire o rga ni za ti o n ( 1998) . 
Aft er t wo yea r s it w as ap pare n t th a t th e 
sys t e m s had atro phied with many pe r 
so nn e l bel iev ing that Al3CM had b ee n 
a b a ndoned . A third s ta ge in vo l ve d a 
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ren ewa l o f A13 C M (200 1), whi c h co n 
tinu es to the prese n t. 

U.S. organization 
In th e U.S. organi za ti o n, a nu m b e r of 
gove r nme nt improvement initiati ves and 
s tat utes, such as th e Chief Fin a n cia l Offi
ce rs Act ( 19 90), Gove rnm e nt Perfo r
m a n ce and Res ul ts Ac t (1 99 3 ), th e 
Gove r n m e nt M a na ge m e nt a nd Reform 
Ac t (199 4 ) , a nd th e Clin ge r- Co he n Act 
( 1996) h e lp e d foc u s t he U. S. o rgan iza 
t io n o n providing acco untability in term s 
o f costs relat e d t o pe rform a n c e o u t
co m es. As in t h e Austra li a n orga n iza 
ti o n , th ree s t ages we re ide n tifie d. I n the 
firs t s tage ( 1995 - 1996), th e re was a grow
in g awa re n ess that t h e ex istin g p rog ram 
budget in g mod e l was unabl e to p rovide 
m ea n ing ful cos t in format io n . T h is m oti
vated a searc h for a n en h a n ced way to 
un de rs tand costs asso ci a t e d w ith t h e 
wo rk o f th e o rga ni za ti o n . As in t h e Au s 
tra l ian case , th e growing p o pula ri ty of 
A BC M and its p ote n t ial to h e lp un der
st a n d cos ts wa s r ecogni ze d b y se ni o r 
man age ment. Se n io r m a na ge rs r ee xa m
in e d th e e ffic acy of prog ram budget in g 
and the p o te nti a l of Al3C M to imp rove 
u n d e rs tandin g o f cos t s. T hi s c ulm in ated 
in a dec is io n to ad o pt A 13 C M in a seg 
ment of th e organi za ti o n that acco un ted 
for abo ut 30 p e rcent of th e o rga n iza
ti o n 's cos ts . In 1997, the seco nd stage 
in volved th e tes t i n g of A l3C M in t hi s 
segme nt o f th e o rga ni za ti o n. T hi s 
in vo lved the lead ers of th e proj ec t devel 
o pin g, in h o u se, a n A13C M m e th odol 
ogy. A p il o t A UCM wa s t h e n initiated at 
sel ec ted sites. In mi d -1 999 th e leade rs of 
th e project were t r a nsferred a nd by ea rl y 
2000 the effo rt a t roph ied. In 2001, the third 
s tage, a rebirth of t he p roject co mme n ced . 

Theoretical framework 
We use a mod e l develop ed b y Hu y to 
e x a min e and co n t r ast t h e ex p er ie n ces 
of b ot h o rga ni zat io n s. 6 Huy a rg u es th at 
th ere a re fo ur id ea l ty p es of p la nn e d 
change: co mmand ing (fo rmal s tru ctures), 
engin ee rin g (wo rk processes), te a c h ing 
( b e li efs ), a nd soc ia l izi ng (soc ial inte r
re latio n s hip s). Eac h ty p e is d esc r ib ed 
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by identifying spec ific practices an d the 
nature of th e implementation proc e
dure s, including lead e rs hip and the pac 
in g of change. Planne d change involves 
combining th ese id ea l t y p es, deciding 
on the sequenc ing of th e types, and tim
ing of the seq uencing. The effect ive ness 
of change efforts depends on matching 
these ideal t ypes to s uit the contex t of 
th e organization and the d is p os i t ion s of 
individual s involved in c han ge . This 
s tudy examines the ro le of Al3CM as a plat
form to induce a plann e d change from 
a military to a more busin ess - l ike man
agement orientation. In this sect ion, we 
outline the essential practices and pro 
c e dures of each ideal t y pe. 

The Huy approach has dist inc t assump 
tions associated with each planned inter
v e n t i o n m o d e . A s a s s u m p t i o n s d i ffe r 
between modes of change, it becomes 
important to examine the effective sequenc-

Exhibit 1 Assumptions of Change Intervention Ideal Types 

Assumptions 
Commanding 
Intervention 

Top man;..1gcmc11L 
Mc laphor of as opemtn!' of a 
organiw lion 1igh1ly t•oupb l 

organi1.ation 

Conc~p1ion c•f (Ju~nli lmivc 
lifll~ 

Entrainment Ou""'" the 
fac tors 

Time 
pcrspcct i vc 

Pacing 

urg•mi1alinn 

Engineering 
Inlcrnnlion 

Teaching 
lnlen cution 

A machine 
Ciui<led learning 

ur~a1i i 1atiun with cuilun .. '. 
thinker.-. ;111d do\!rs 

Q uantilati vc 
(Juali tat ivc 
linn..:r lim~ ) 

In,idc lhe Inside_ the 
. . . nrgnm1at1on 

u~gan 1.1aurn1 tlog1c (individu::.il 
nl work procc~~c~) P"}'cholugyl 

Mcdiun1-tcnn 

Modcrn1d y ra,1 

ModcrJtdy 
lnng-l..:nn 

Grndual 

Socializing 
Intervention 

Organi(' 01, en 
system 

Qualilativc 
('ocial ti me) 

In, idc the 
'1rg~1nlzation 

\int~rpt:r>ooa l 
rc t~uion:-.h ) rs : 
.. hared mmns) 

Long-renn 

Grnduut 

Portfolio or Highly pnxluctivc. C . r Dcrnocrntic 
Id I . 1. 1 I·r· . 1 , .mnmurnty o . I' 

ea organ11.u 10na c 1c1cn worK re~ponsihl~. communuy n 
organi7.alional units pn,i lion~d to prnccs~s ln adaptive ~cmi-

stal\! or goal achieve superior Jchieve superior indi\ i<luals Hutonnmou:i-
pcrfon11anl'c p~rformancc \VtJrkg.rnup~ 

lntcrvcmion Competitive Work-procc" 
lhcorv an_aly!'.1s. top-down anal ,js 

J <lnvcn chan_g~ y 

Role of change Commander 
ugents 

Analy1c. design 

Expo!'.i.ng t<1cit an<l P:.in icip;1tiv~ 
takcn-tor-crnntcd . . 

1 bcl' f d cxpcncnlla 
JC s an l.;-.arni ng 

il\ '.'iUmptions 

Faci l i t~1\ or: rolc
mo<lcl 

Typical change Ocm;tnd strict work proce..-.sc:~ . Probe. ft!\'t::lll, 
f'acili l<lt~. 

cm rathizc. sclf
monilor 

actions compliance 

Change tactic Power cocrci vl· 

Typical Top cxccutiw' 
identity . 

f . w11h con,u llant 
o mmn su ft 

change agent' · ppo 

i1nd develop u"k - teach 
ha>cd ,kills 

Nonl1a1ivc 
rccducat i vc 

\\'ork design 
analyst< and 
~xtt:rnal 

cont<;ll ltant:i.. to 
1nm1.,rcr 
knowlcllgc 

Empiri~al rnt ional Empirkal 
nonn.nl1ve 

Out ... i<lc pn.>ec'' 
Clmsullmlls 

Ordinary 
organi1utionur 
mc1nbcr" 
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ing, t iming, and the pace of change when 
cons ider ing how mul ti p le intervention 
m odes are sequenced o r act in co m b ina 
tion. The explicit consideration of the d if
ferent in terventi on modes and the multip le 
conceptualizations of time make the Hu y 
m o del pa rticularly attractive for the ana ly 
sis of the role of MCS as a basis for change 
whe n s t udyin g c h ange ove r a re lativel y 
long per iod of t im e. Exhib it l s ummari zes 
key att ributes of th is approach. 

The co1111nanding i11terve 11tio11 fol lows 
the approaches taken in formal strate 
g ic planning in vo lv in g exa minati on of 
the exte rnal and internal situ ations. 
applying anal ytic a l framewo rks to make 
cha n ges in tangible o rgani z ationa l 
attributes s uch as introducin g formal 
structures, and acqu isition o r d ivestment 
of people, assets, and s y ste m s. Leader 
shi p is by a top m a na ge m e nt te a m tha t 
emp loys a power-coe r cive st y le and is 
assisted. typi ca ll y. by ex terna l consul
tants. There are cl e a r o rd e r s and sanc 
ti ons to ensure compliance. P refer r e d 
ch anges a re paced in a rap id way to pre 
vent res istanc e develop in g mom e n t um. 
The ou tco me s of change are n ea r- term 
and prog ress towa rds these is measured 
in linea r, c loc k-tim e, wh ich is th e sam e 
for ind iv iduals a t both h igher an d lower 
levels in the organization. While th i s 
intervention aim s to ach ieve hi g hl y v is 
ib le outco me s i n tangible fact ors, it is 
un l ike l y that a com ma n d int e r ve n t io n 
will fos te r long- term c hanges in basic 
beliefs and values. 

T h e e11 gi11 eer ing inte r ve ntion is con 
ce r ned with analyz ing, unders tanding. 
a nd re d es ignin g work processes to 
impro ve the quality and speed of wo r k. 
Approaches s u ch as T QM , qu a l i t y c i r -
cles, a nd process reen g i n ee rin g exem 
p lify this t ype . Ch a n g e lea d e rship is 
m a n age d by sk i l le d work proce ss ana
lys t s who guide and deve lop employ
ees ' technical skil ls. Time is clock- ti me 
bu t is paced to the overall log ic of t h e 
work processes. As processes and sk il ls 
take t ime to understand a nd develop, pac
in g is so m ewhat s low e r tha n in the com 
man d ing int erven t ion with the typ e 
favo r i n g medium-ter m pac ing. Success 
is based on empl oyees ' acceptance a n d 
u se of ne w work practices. 
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The teaching i11terventio11 in volves a 
form a l anal y tical and guid e d learning 
approac h in which individual s collabo
rate with a change agent to change their 
own personal fundamental b el iefs . Th e 
approach uses outside inte rvention agents 
to undertake cognitive diagnoses as a 
prelude to change in behaviors t hat will 
enable individual s to learn free ly and to 
a cc e p t n e w v a l u e s a n d b e I i e f s . B e c au s e 
individual s wil l be invol ved in co mpar 
ing th e changing situation with their 
pa s t, the change initiative recogni zes an 
individual 's " inner time." Inner t ime is 
subjective with different events see m 
ing to be pa ss ing more or le ss rapidly. 
Accommodating inn er time r e quires 
c han ge agents to be pati e nt and avoid 
generating too much personal d is tress by 
rushing eve nt s. This intervention entails 
a moderate ly long time period involving 
a g radual and vo luntary process that can 
rarely b e imposed by pure power. 

The so cializing i11t erve11tion focuses 
on the quality of social relati o nship s 
amon g organi z ation a l memb ers and 
inv o lves iss ues of individual emo tion s , 
power, and po lit ics. As such, th is ideal type 
is more concerned with b ehav io ral fac
tors assoc ia ted with the process of c hange. 
Changes in behavioral interact ions a re seen 
as a pre lude to cha nges in beliefs ( unlike 
learning that sees changes in b e l ie fs lead
in g to changes in behavior) . Leadership 
is provided b y change ag e nts who are 
often self-moti vated employees. These 
e mployees have accepted and be l ieve in 
the change. Th e y att e mpt to engage in 
experiential lea rning with others. The 
conce pt of tim e is qualitative soci al time 
that is defin e d by m e aningful e ven t s 
in vo lvt'd in soc ial proce sses, s uch as 
bonding. T h e pace of change, the rt'fore, 
d e pends on when m eaning ful events occur 
that enhance soc ial bonds. Change occurs 
through th e process of persona l, open, 
and imagin a tivt' conversation s . People 
res p o nd based on the nature of the rela
tionship between th e msel ves and o th e rs. 
Soc iali ze rs diffe r from teachers because 
the former need to c han ge th e m se lves 
while t h e la tter are outside or tra nsient 
to the social sys tems. The phas ing of this 
t )' pt' is gradual and long term with change 
in re lational b ehavior preceding c hanges 
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in values. Change agents g uide the change 
process in a cooperative mo d e with ind i
v idua ls taking tim e to decide if th e p ro 
posed c hange improves th e ir welfare and 
is not jus t opportunistic. 

Learning from both organizations 
A key co nce rn in ad vanc ing our kn owl 
edge of the chan ge p rocess is understa nd 
ing how different modes are combined and 
sequenced to e nsure e ffective change . Th is 
section exa min es data fro m both organi
zations to di sc u ss the ways in which t he 
intervention modes we re combined and 
sequenced . It examines re levant assump
ti o n s, both te mpo ral a nd non -temp ora l, of 
the four interve ntion types and sh ows how 
Huy's framework of effective planned change 
requires consid e rati on of situationa l fa c 
tors and the dispositions of individual s, 
both of which evolved through time. In 
essence, Hu y prop oses t hat large-scale 
ch ange involves th e e nactm e nt of multi
ple ideal interve nti o n types : commanding, 
enginee ring , teaching , and sociali z ing. 

The e ffectiv e nes s of applying t he se 
id eal ty pes d e pend s largely o n which 
modes are combined, the ti ming of the inter
ventions, and th e pace o f c han ge . We 
foun d that while each organization a imed 
to effect c hange by implementing A l3CM, 
they combined and sequenced th e inter
ven t io ns in different ways . It is the e ffec 
tiveness of combining a nd seq uencing 
interve ntio ns that p rov ides organizations 
with a "temporal capacity" to manage the 
p rocess of change . Both of our research 
s ite s experien ce d difficulties in d evel
oping effective tempora l ca pacity at var 
iou s ti m es over the te n ye ars of the s tudy. 
Situational fa ctors of importance in under
s tandin g the application of th e m o d e l 
were the ex te nt o f pressure fro m the exter
nal si tuation, t he ex tens ive n ess of t he 
c han ge (organizationa l or local initia
tives), the complexit y o f the work situa
t ion, t he level of s tru ct ural autonom y, 
a nd pe rsonal disp osi ti o ns to chan ge . 

In both o rga ni zat ions, the motiva t ion 
to employ MCS to hel p effec t a change from 
a mil i tary to a manage rial orientation 
derived from ex ternal po litical press ure 
for the o rgani za tions to be more account 
a b le and m o re pro fess iona l in th eir u se 
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of resources. The growing popularity of 
ABCM in the private sector persuaded 
senior managers to employ this technique 
to help effect change. vVhile this initial adop
t ion may be explained in terms of fash
ion, senior managers appear not to have 
lost faith in the potential of the technique 
to assist in providing valuable informa
tion critical to their change initiatives 
over the ten years of the study. The key 
issue over the duration of the project has 
been how to implement the systems to 
gain buy-in by operational managers. 

Commanding interventions 
The commanding intervention was the 
first type applied by both organizations. 
The data indicate that both organizations 
had an initial intention of implementing 
a commanding intervention. The Aus
tralian case was an organization-wide 
application; the U.S. case involved two 
test site applications within decentral
ized units. The essential difference relates 
to the extent of change, with the Aus
tralian case involving a much larger scale. 
It is in large-scale change that the com
prehensiveness of the commanding inter
vention becomes particularly important 
to ensure organization-wide take-up of 
change programs.' The data supports 
Huy's proposition that the commanding 
mode is unlikely to be effective unless 
there is close supervision and the mode 
delivers fast, highly visible, and regular 
outcomes. In the development stage for 
the Australian case, the commanding 
mode did not produce fast improvements, 
did not achieve near-term outcomes, was 
not entrained by outside factors, and was 
not monitored in quantitative clock time. 
As predicted by Huy, the commanding 
mode was not effective in implementing 
the ABCM-based change initiative with 
the development taking three years. Even 
then the resulting product was not com
plete, being based on a prototype. 

In the U.S. organization, an initial com
manding intervention was employed. An 
implementation model for ABCM was 
developed by three senior managers who 
were advocates for the new MCS. The new 
MCS was rapidly deployed and quickly 
used at test sites. This satisfied the com-

COST MANAGEMENT SE~TEMBEA,OCTOBEA 2007 

manding intervention's requirements for 
fast, visible, near-term outcomes identified 
in terms of quantitative time. The com
manding mode suffered a serious inter
ruption as the key senior personnel were 
transferred to other duties before they had 
time to convince other managers to con
tinue with the commanding intervention. 
The U.S. data provides an elaboration of 
the critical importance to effective com
manding interventions of ongoing entrain
ment by change program managers. The 
continuity provided by "external pacers" 
is required to ensure the initial benefits 
from commanding interventions can be 
matched with other activities and syn
chronized across the organization as the 
change program evolves. 

One of the non-temporal assumptions 
for the commanding intervention is that 
top management is in control and will 
drive the commanding intervention with 
"the use of clear orders and implacable 
sanctions to deter disobedience" .8 In dif
ferent ways, both organizations dem
onstrated how violating this assumption 
in their initial implementations leads to 
ineffective outcomes. The Australian 
organization did not create a set of clear 
orders to use the new system, nor were 
there sanctions for those who did not do 
so. Moreover, indifference from senior 
management meant that there was no 
close personal monitoring to provide 
clear orders and sanctions. The U.S. orga
nization also had not formalized the com
manding intervention by way of clear 
orders and sanctions. While senior man
agers were strongly committed, without 
this level of formality their effectiveness 
was lost when they were transferred. 
Leadership within the commanding inter
vention was clearly important in both 
organizations. A lack of a strong coercive 
leadership style in the Australian case 
and the movement to other duties of the 
senior managers of the U.S. case resulted 
in a lack of effective outside entrainment 
to pace the MCS implementation. 

Combining and sequencing 
interventions 
The way in which interventions are com
bined and sequenced is critical to under-
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standing the application of Huy's theory 
of planned change. 13oth organizations 
provide evidence on the difficulties of com
bining modes derived from incompati
bilities in the timing and pacing of the 
modes. The initial Australian com
manding intervention was combined 
with an engineering intervention. Given 
the nature of the new MCS, the engi
neering mode formed an essential ele
ment of the change initiative at the 
planning and rollout phases. That is, this 
mode facilitated the development and 
understanding of the work processes 
underlying the Al3CM initiative. It is 
clear that the organization-wide approach 
generated high levels of complexity in 
understanding work processes and devel
oping the new .MCS systems. Given this 
complexity, it seems, with hindsight, that 
this process would be protracted. 

The data indicates that a consequence 
of combining an imperfect commanding 
and a complex engineering intervention 
resulted in domination by the engineer
ing intervention. 13y emphasizing an engi
neering intervention, the change managers 
could demonstrate that the organization 
was busy analyzing and understanding work 
processes. This produced a series of engi
neering-based outcomes. As a conse
quence, for a period of time there was less 
pressure from senior management, who 
had a focus on the commanding mode, 
to demand evidence of progress towards 
the organization-wide changes to a more 
managerial organization. However, it 
eventually became apparent that the ini
tial expectations of the commanding 
intervention were not being effected and 
the change initiative atrophied. 

The data also suggests that the slower 
pacing required for the highly complex 
engineering intervention did not match 
the faster pacing required for the com
manding intervention. This mismatch 
in the phasing and the delays caused by 
the time-consuming process of collect 
ing information from the engineering 
intervention resulted in a number of neg
ative outcomes. Importantly, the orga
nization was not able to deliver the 
fast-paced, highly visible outcomes nec
essary for an effective commanding inter
vention. Given the Jong period of time 

MANAGEMENT CONTROL 5'STEMS 

involved in the engineering interven
tion, some individuals who were part of 
the early commanding and engineering 
interventions were moved to other posi
tions. This resulted in new personnel 
being confronted with the Al3CM change 
initiative who had no experience with 
the early commanding mode. Consistent 
with the model, this appears to have 
resulted in increased resentment and 
resistance by those who were affected 
by the engineering intervention but had 
no experience with the expectations of 
the earlier commanding mode. 

The U.S. organization did not have a 
blended or combined set of interventions 
during the initial stage. It used a focused 
commanding intervention driven by 
strong environmental imperatives. How
ever, in the second stage, once the deci
sion was made to implement a new MCS, 
the commanding intervention was sup
ported with an engineering interven
tion to identify activities and processes. 
It is important to note that this engineering 
mode was less complex and more focused 
than was the case in the Australian orga
n i zat ion . Also, some training was 
involved in the effort. However, it was 
directed at instructing how to input 
data into the system, not on how to use 
the system. In summary, the U.S. orga
nization employed a strong command
ing intervention that provided a 
disciplined approach for a focused engi
neering application for the new MCS. This 
facilitated a pacing for the engineering 
intervention that was sufficiently rapid 
to match the needs of the commanding 
intervention for fast, visible outcomes. 

Pacing considerations 
The experiences of both organizations 
show that combining commanding and 
engineering modes requires the pacing 
of engineering to be sufficiently rapid to 
satisfy the requirements of the com
manding mode. It also suggests that a 
strong commanding mode can help to 
ensure that the engineering intervention 
avoids problems of scope creep and lack 
of focus with the objectives of the change 
initiative. The data supports the con
tention that without a change in man-
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agers' values, such "deep change" is unlikely 
to occur. In th e Au s tralian case, th e man
agers were able to ignore th e c h a nge ini
tiativ e . Attempts to c han ge manage r s' 
values to e ncourage take- up of th e new ini 
tiatives were attempted by im plementing 
a teaching intervention. However, this 
failed because of incompatibil ity with the 
engineering in terve n t ion . It ma y be spec
ulated that an approach that aligned th e 
sequ e n c in g and pac ing of teaching with 
e ngineer ing ma y have had beneficial o u t
co mes a nd saved the initiati ve from at ro
phy ing. Indeed, recent positive exper ie nces 
in th e re newal stage of the project sugges t 
that this is possible. In th e U.S. case, th e 
combined comma nding and engineering 
inte rve n tion was effective in gene ratin g 
local enthusiasm for the new MCS. How
eve r, th e adopt io n of values cons is te nt 
with the change stra teg y was res tricted 
to th e junior officers who were designing 
lo ca l systems and no t th e ultimate use rs. 
It is possible, as in the Austra li an case, 
that co mbinin g the co mmanding-e n g i
neering intervention with a teach ing mode 
could have afforded the opportunity for 
the me mbers of the organization in the field 
and at headqu arte r s to acce p t the new 
m e ntal m odel im plicit in the syste m. 

In th e U.S. case, the initia l com mand 
driven implementation co uld have been 
a success if key person nel had re mained 
in place for a s uffi c ie nt p er iod of time 
to p rov id e clea r be n e fit s to t h ose who 
were acti ve ly using th e system. Addi
ti ona ll y , these b e nefits co u ld h ave 
accru e d if t he t hre e se ni or managers 
had convinced ot her se nior rna na gers to 
continu e th e commanding inte r vent ion. 
That s upport could have set the stage for 
a soc ializin g intervention to follow with 
th e aim of c h a n gi n g th e u nder ly in g 
b e li efs g iven the n ew behavio rs based o n 
the comma ndin g int e r ve nti on . H ow 
eve r, with a cha n ge in ke y leade r s hip 
the seque n ci n g did n ot occu r. 

T h e dat a related to the teachi n g inter
vention pro v id es ev id e n ce to reflect on 
th e process o f phas ing th e pacing of dif
fe re nt interve n tio n m odes. The seq ue nc 
in g of the teachi ng int e r ve nti on durin g 
the ro llout of ABCJ\il in the Australian 
organization after the initial com
m a ndin g and eng inee rin g interve ntion 
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was an a ttempt to help m a na ge rs d evelop 
the m en tal m ode ls appro priate for the 
new decision envi ronme nt. Hu y n otes 
th a t a slo we r pac ing of th e teac hing inte r 
ve ntion h e lp s to create a less stressfu l 
rh y thm fo r th e organization, fo ll owing 
the commanding and e n g ineer in g inter
ventions that t y picall y involve rap id and 
st ressful change. How eve r, t h e teaching 
interven ti o n is implicitly designed for 
th e shar in g of tacit ass umpti ons and 
cause -effect re I at ions h i p s . 

This helps provide t h e b ac kgroun d 
for people to retrospec tively ga in a greater 
unde rsta ndin g of the curre n t change ini 
tiative. Although th e ex t e rnal change 
agents imp le m e n t in g the teaching inter
ve n t io n coul d h e lp the members of t he 
organization revea l t he ir tacit assu m p
ti ons a n d cause-effect rela tionship s, the y 
could not effect ivel y re la t e to new p e o 
ple enter in g the change environm e nt 
becau se of a lack of coo rdi na tion between 
t hemselves a nd the d iffe ren t externa l 
co n s u ltan t s u sed for the comm a nd ing 
and enginee ring in tervent ion s . The cocn 
dination among different ex ternal c h ange 
agent s involved in seque n ce d or com 
bined in terve n t ions is i mplic it i n the 
model. Neve r the less, ou r data suggest 
that i t may be benefic ia l to m ake this 
obvious point expl icit, the reb y h el pi ng 
to avo id potential problems in execut
ing mult iple interventions. 

It is noteworthy t ha t the reintroduc 
tion of t h e t e a chin g interve nti o n in t h e 
Austra l ia n organi zat io n duri ng the 
renewa l stage was effect ive due to the 
lessons lea rn ed from the ea rli er dis
connect between eng inee rin g and teach 
ing cons ultant s and from the prolonged 
e ngineer ing intervention work p rocesses 
change re quirem ents. Us in g thi s in for
ma t ion, the teachin g in te r ve ntion wa s 
highl y foc used a n d pert inent to man 
agers' day -t o -d ay activ iti es. In sum
mary, the matching or phasing of the 
pacing o f combined or sequenced inter 
vent ions is a key point in Hu y's dis 
cuss ion . Our da ta for both organizat ions 
illustrate th e mismatch in pa cing that 
can occu r in co m bining d iffere n t modes 
and th e deleterious effec t o n the in te r
ve n t ions. However, bo th organizations 
ha d the o ppo rtun ity to reexa min e their 
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experiences and on reintrodu cing the MCS 
change initiatives were sens it ive to p rior 
difficulties in sequencing a nd pac111g 
change initiatives. 

Socializing and integration 
Soc ializing is an important int e rv e n
tion mode in Hu y's mod e l. This can be 
di s tingui s hed from the other modes as 
it directly addre sses personal interre 
lat io nships between organizational mem
ber s involving change s in relational 
behaviors as a precursor to c han g in g 
values. In a sense, it is often th e least 
plann e d of the interventions re quirin g 
organic social facilitation, often by orga 
ni za tional members rather than exter 
nal consultants. In the Australian case, 
th e success of the socializing mod e in 
a spec ific unit attests to the effective
ness of this approach. In this case the 
soc ia li zi ng intervention preceded and 
facilitated the engineering and teachin g 
modes within the unit. 

A cen t ra l factor in the s ucce ss of thi s 
case was the positive dispositions of th e 
managers in the organization and close 
working relatio n s hip between the m a n
ager and th e indi v idual ad v is ing on the 
e ngi n ee rin g interve ntion . \Vithout th ese 
positive di s p os itions among the man
agers throu g h o ut tb e organization, the 
effectiveness of thi s combination of inter
vention m odes was not transfe rable to other 
parts of the organization. Also, the 
process of the soc ializing intervention 
during the rene wal stage of the Aus
tralian app lication demonstrated how 
p e rso n a l values co uld b e changed by pay
in g a tt ent io n to soc ial interactions, sup
ported by a we ll e ntre nch ed, if somewhat 
s implifi e d, enginee rin g mod e . Impor
tantly, this comb ined inte rvention was given 
sufficient time to b e effected. 

In th e U.S. case, the u se of training 
sessions a n d co n fe r enc es to enc o u rage 
socialization was largely effective amo ng 
the junior officers because of th e s t ro n g 
di spos iti ons of the sen ior ma n agers and 
th e junior office r s who we re designing 
a nd implementing loca li zed m o d e ls 
towa rd s th e new va lu es e mb edded in th e 
move to a m o re m a nager ia l way of admin 
is te rin g the organ iza ti o n . T h ese d ispo-
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s 1t1on s were derived from the ed u ca
tional background of the indi vidua ls and 
their en thu s iasm for new initiati ves. A n 
add itional motivation was for mana ge rs 
to be p e rce ived as part of a gro up that 
were up to d a te with modern manage me nt, 
fo r pro m ot io n purpo ses. In s ummar y, 
o ur data s ugges t that the case with which 
a soci ali z in g inte rvention can be imp le
mented is hi gh ly dependent on personal 
pre di spos i tio ns to the change initiative. 

H u y st resses that the context of the 
o rganizat io n is important to understand 
h ow c h a n ge should be planned. Thus far, 
w e have n ote d the importance of the 
ex tens iveness o f the planned change, the 
complexity in understanding the work 
processes und e rlying the engineering 
interventio n, and the role of personal 
dispositions to acceptance of the ini
ti at ives. Th e nature of th e organizational 
st ru cture also appears to be important. 

In the U.S. organi7.a tion , the c hange 
initiative was imp le m e nted within a rel
;ttive ly dece ntr a li zed str u c ture . T he ini
tial fa ilure of the top-down commanding 
interven ti o n m ade c lea r to th e se nior team 
o f advocates that su ccessfu l impl e men
tation was not an iss ue of m ee tin g cen
trall y determined time sc h e dule s , but 
ra th er one of s h ifti ng m e ntal models and 
norms of behav ior of the autonomous 
managers at the loca l level. With th e rebirth 
of th e MCS project, the objec tiv e wa s to 
develop acceptance of a new way of think
in g and ac tin g at the loca l leve l. T h e senior 
team of advocates chose a com bined teach
ing- soc ia li z in g ap p roac h to accomplish 
this end. Th is le nt it se lf to a m o re d ece n
tralized effort than wou ld h a ve a co m
manding or e n g in ee rin g a pproa c h that 
would have involved a loss of autonomy 
for the decentralized mana gers. 

In the U.S. case , consistent with th e 
decentralized str ucture , the ABCM mod 
els were developed a t th e local leve l dur 
ing the rebirth. This provided a way to 
s upport a combined teaching- soc iali z 
ing intervention at th e loca l leve l. T h e 
model s we re relati ve ly s impl e a nd very 
focused. The expressed inte ntion was to 
s timul a te th e lo ca l managers ' appet ites 
with readil y usab le and und ers tand ab le 
data so the m a n agers would request more 
or differe nt data from the mod e l. In other 
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wo rds, it wa s int e nded to crea te initia l 
in fo rmati o n that wa s readily u sable b y 
th e loc a l man age rs , pres umin g that th ey 
w o uld a s k fo r m o re . Th e int e r vention 
r e li ed o n a pull impleme ntati o n stra tegy 
rather th a n a pu s h s tr a teg y base d o n 
c han g in g th e valu es of the m a nage rs to 
acceptance of the Al3CM-based change ini 
tiative. Fro m th e p e rs pect ive o f th e co m 
b ined teaching-so c ializatio n inte rventio n, 
th e readil y usa bl e data led th e managers 
to n ew b ehav io rs and prov id e d o pp o r 
tunitie s to qu es ti o n the d ecisi o n m o d e ls 
they employed. G ive n tha t th e manage rs 
we re in effect dri v ing th e revi s io ns to the 
AB C M m o d e ls through their re qu es ts, 
they we re pro vided the temp o ra l spac e to 
adju s t th e ir p erso n a l d ec is io n mo d e ls 
acco rding to their own inner time. 

In th e Au strali a n case, lo cal man agers 
tended to res tri ct th e ir admini st ra ti ve 
wo rk to ce ntr a ll y d e termined p ro cesses 
a nd pro c e dure s. T h e d e vel o pm e nt o f 
lo c a li ze d p rocedures a nd p rocesses w as 
n o t en co ura ged. It mi g ht be ex pe c te d 
that in s uch a s itu a tion i t wo ul d be r e l
a ti ve ly ea s ie r th a n in th e U.S. organiza 
ti o n to intro du ce a n ew initi a ti ve th a t 
wo uld be co mm o n to a ll segme nt s a nd 
a ll o w fo r a cl ose int eg rati o n be twe en 
seg ment a ppli cat io ns . T h e co m mandin g 
inte rve nti o n is m os t cl earl y co mpatible 
with a ce ntrali ze d app ro a c h . Se v e r a l 
m em bers o f th e o ri g in a l A l3 CM tea m 
indica ted th a t th ey th o u ght th e initi a l 
impl e m e nt a tion s hould have u se d th e 
centra li ze d st ructure to fo rce indi v idu 
a ls to a dopt a nd use th e new system s . 
H o weve r, g ive n a n e nthu s ias tic ch a nge 
a ge nt a nd s u ppo rt fro m a b ove, e nco u r 
ag ing a so ci a lizin g m o d e within seg
m e nts o f a ce ntra li zed o rga ni zat io n is 
p oss ib le. It m ay b e n ecessa r y fo r th e 
ch ange agent to be provided sufficient flex
ib ility to en co urage di alog ue a nd d e b a te 
a b o ut exis t i n g a nd n ew p rocesses a nd 
sys tem s at th e loca l le ve l. 

The wa y tha t the differe nt inte rventio ns 
a re seque nced a n d co m b ined appeared to 
b e d e pendent o n s itu a tio n a l fa c to rs a nd , 
impo rta ntl y, the di spos itio ns o f in d ivid 
ual s , b o th of whi ch evo lve th rough tim e. 
One exa mple of th is is the d iffe re nt sched 
uling of the e ngi nee rin g interve nti o n in 
eac h o rga niza ti o n. In the U.S. case, pe r -
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sonal dispositio ns towa rds th e A BCM ini
ti a tive we re p os iti ve. Co nseq ue ntly, the 
co m b in ed teachin g-so c ia lizing interve n
tion was effec ti ve at th e local leve l. A n 
e ng ineerin g inte rventi o n beca m e im po r
ta nt to promo te co mpatibilit y a m o n g th e 
vari o u s d ecen trali zed ABC M m ode ls. In 
th e Au stra lia n case, nega ti ve dis p os itio ns 
to wards th e ABC M ini tia tive we re ap par
ent. So while the intent a t the ro llout s tage 
wa s to e mpl oy a n enginee rin g -teach in g 
inte rventio n fo r o rga nizatio n-wide change, 
n ega t ive di spo sitio ns lea d to a lack of sys
tem s accept a nce . It was not u nt il a so cia l
iz ing m o d e was e mpl oyed vvith it s foc us 
o n cha nging va lues to o ve rcome negative 
di sposi tion s that the be n e fit s o f a teac h
ing-engineering inte rventio n were e ffected . 

From a fin a nci a l a nd m a nage rial p o int 
of vi ew, th e new mod els in th e two orga
ni za ti o n s gen e ra t e d po te nti al co nfli c t 
fo r m a nagers as th ey e ro ded (o r at lea s t 
a ltered) the a bi lity o f the man age rs to p lace 
c urren t an d future d ecisio ns in th e sa m e 
co ntex t. C o nsequ e ntly. it was necessary 
to accept that change would co me at a pace 
acce pta ble to the ind iv idu a l , n o t by so m e 
prea rrange d sc hed ul e. 

Conclusions 
T he ex peri e nces of t h e orga nizati o n s 
repo rted in thi s s tud y h ave bee n inter 
p re ted in ter m s o f a m o d el that co mbines 
both ratio na l fo rm al approach es to change 
with be hav io ra ll y o r ie nted m o d es. T hi s 
approac h sh ows that unde rsta ndin g t h e 
a ppli ca tion of M CS to effect c han ges in 
manage ri a l o ri e nt a ti on requi res co n sid 
e rati o n of h o w m a n age rs sequ en ce di f
fe rent t y pes of interve nti ons and how 
th ey tim e a n d p ace th e inte rv e nti o n s. 
Th e re is n o b e st way t o co mb i n e o r 
sequ ence th e in te r ve n t io n m o d es; m an 
age rs mu st u n d e rs tand how thes e inte r 
ve nt io n s ca n bl e nd a nd s u p p o rt one 
a n o th e r in diffe r e nt c h a n g e e n v iro n -
ments. C om bi nin g , sequen c in g, and th e 
re l eva nt pac in g appe a r t o d e p e nd o n 
wh e th e r th e c h a nge initiative is co m
preh ens ive , o rga ni za tio n-wi de , o r pa r 
ti a l w ithin seg m e nts o r leve ls of m a na
ger ial auto n omy an d o n th e co m p lexity 
o f wo rk p rocesses a n d in d ivid ua ls' d is
p os it io n s to a lte rin g th e M CS. 
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Temporal capacity is a key factor in man
aging ch a nge. Temporal capacity h e lp s 
bal a nc e th e tensions that derive from 
th e u se of multiple modes of inter ve n
tion. Without balance , change ma y gen
erate hi gh levels of confusion and st ress , 
resulting in re s is tance to change and 
atrophy of th e change initiative . The 
world of chan ge is one of parad oxes 
where seem ingly incompatible int e r
vention modes must often be combin e d 
to s u ccessfully effec t planned change . 

finally, th e role of serendipity must 
be res p ec ted. T he arrival of managers 
with th e appropriate dispositions to 
implem e nt th e n e w MCS to help change 
the organi zation a t the appropriate time 
is difficult to attr ibute to rational deci
sion m aki ng pro cesses in either of the 
two organi zations st udi ed. This research 
demon s tr a tes th a t an a naly s is based on 
a holi s tic mod e l e nh a nces understand
ing of the ro le of management control 
systems in pl anned o rgan izational change. 
Moreover, it d emo nst rates the ways Huy's 
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holi stic model is a useful tool for pred icting 
problems that arose in the change process. 
More ge nerally, the model pro vid es clues 
fo r und e rs tanding managem e nt co ntrol 
syste m practices and assoc iated processes 
th at ca n e nsure effective change. • 
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