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ABSTRACT

This thesis evaluates the adequacy of the current
training programs provided to Marine Corps financial officers
with the primary Military Occupational Specialty (MOS) 3404.
Using the responses from a financial training questionnaire
which was distributed to Marine financial officers, and
interviews with selected senior financial officers. The thesis
explores how training programs can be enhanced to best prepare
these officers for the 1990’s. This research concludes that:

(1) Financial officers will need to be versatile to deal
with the changing financial systems in the 1990's.

(2) The Financial Management Officers Course can be
improved by adding a supervisory perspective of disbursing and
exposure to the other financial management areas.

(3) The Marine Corps Practical Comptrollership Course
should be targeted at officers with approximately three years
experience and an advanced course should be developed.

(4) More intra-MOS training should be encouraged.
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I. INTRODUCTION

A. PURPOSE

The primary question this thesis will answer is, "What can
be done to improve the training for Marine financial officers
so their job performance will keep pace with the changes to be
faced in the 1990’'s?" This study examines the adequacy of
current training programs for Marine Corps financial officers
and explores how these programs can be enhanced.

Several factors had to be considered in order to answer
that question. First, I had to determine what type of fiscal
scenario Marine finance officers foresee. Secondly, I looked
at what kind of training they think they need to prepare them
for the 1990’'s. Third, the current training programs were
examined to determine whether they will provide financial
officers with the necessary skills and, if not, what changes

or adjustments are required.

B. METHODOLOGY

I spoke with and surveyed many financial officers in order
to derive ideas about the direction Marine Corps financial
training programs need to take in the future and to provide

feedback on the effectiveness of the current programs.



I distributed questionnaires to 206 Marine financial
officers to determine how effective current programs have
been, how these officers expect their jobs to change during
the 1990’'s, and how the training programs can be improved. I
interviewed nine key financial officers about what they
believe the 1990’s hold and what kind of training is necessary
to prepare officers to operate in those scenarios. I also
spoke to many other financial officers about their perceptions

of training and changes expected in this decade.

C. BACKGROUND OF FINANCIAL TRAINING IN THE MARINE CORPS

The Marine Corps has had a training course for disbursing
officers since approximately 1945 [Ref. 1]. Until 1979
accounting and budget officers attended the Fiscal Accounting
Course, which was designed for junior enlisted Marines, or the
Navy Practical Comptrollership Course. In 1979 the Marine
Corps established its first course to train its officers and
civilians serving in financial management billets, the Marine
Corps Practical Comptrollership Course (MCPCC).

In the mid-1980’'s the Marine Corps realized there was a
problem with career progression within the financial officer
community. In 1986 three financial military occupational
specialties (MOS’'s), Disbursing Officer (3402), Accounting
Officer (3406), and Financial Management Officer (3415), were
combined into one specialty, Financial Management Officer

(3404). In 1987 the Financial Management Officers Course



(FMOC) was developed to teach lieutenants coming into the
financial field the basics of disbursing, accounting,
budgeting, and resource evaluation and analysis. Today there
is the entry-level FMOC and the MCPCC, which is conducted much

as it was prior to the MOS consolidation.

D. PREVIOUS RESEARCH

Previous research has been done on various aspects of the
financial education and training of Marine fiscal personnel
(Gombo, 1980; Read and McMahon, 1983; Crim, 1986). Since these
studies were done the Marine Corps has consolidated three
financial specialties into one, MOS 3404. Chapter II of this
thesis explains the background behind this consolidation.

Gombo (1980) analyzed the adequacy of the education and
training of financial management officers to fulfill their
responsibilities and concluded: (1) that entry level
financial management officers were not receiving adequate
budget and internal review training, and (2) there was a need
for more graduate level financial management education. [Ref.
2]

Read and McMahon (1983) focused their study on the need for
entry level financial management instruction. Read and McMahon
concluded: (1) there is a need for entry level financial
management instruction, and (2) the scope of the training
depends on the desired proficiency 1level of financial

management officers and whether the Marine Corps wants to use



training programs provided by other services or whether it
wants to establish its own course of instruction. [Ref. 3]

Crim (1986) focused on the adequacy of computer education
and training for Marine financial management officers. That
study concluded: (1) computer training needed to be added to
the then upcoming FMOC, and (2) more financial officers
should attend courses offered at the Computer Science School.
[Ref. 4]

The consolidation of the financial officer specialties
created some unique training requirements. This study looks at
the effectiveness of training since that MOS consolidation was

accomplished in 1986.

E. THESIS ORGANIZATION

This thesis is divided into six chapters. The first three
chapters provide background on the topic, the next two deal
with the data gathered and interpretation of that data, and
the final chapter contains a summary and recommendations. The
first chapter has introduced the reader to the purpose and
methodology of this study, some background of financial
training in the Marine Corps and the previous research of
similar topics.

Chapter II gives the recent history of financial management
in the Marine Corps, an explanation of the financial MOS
consolidation, a description of the 3404 specialty, and

provides background on the job structure. Chapter III outlines



the financial officer training programs currently used within
the Marine Corps and 6ther Department of Defense
organizations.

Chapter IV discusses the method used for the questionnaire
and presents and evaluates the response data. Chapter V
introduces and analyzes data from the interviews of the senior
financial officers. Chapter VI contains conclusions and

recommendations.



II. FINANCIAL MANAGEMENT IN THE MARINE CORPS

A. HISTORY OF THE FINANCIAL OFFICER ROLE

A brief history of the development of the financial officer
is necessary to understand Marine Corps financial management.
Almost since its establishment in the late eighteenth century
the Marine Corps has had a Quartermaster to conduct supply and
financial functions. By 1920 a tiny finance section within the
Quartermaster Department developed. The National Security Act
of 1947 first established the comptroller of the Department of
Defense and the Quartermaster’s financial section came under
the Comptroller of the Navy.

In 1953 the Fiscal Division, Headquarters Marine Corps was
established. The Commandant directed that special staff
sections be organized to perform comptroller functions where
the fiscal workload was sufficient to warrant it. Otherwise
fiscal matters were assigned to various staff officers and
restricted officers were designated responsibility for
disbursement of monies.

The comptroller’s duty and responsibility was to plan,
coordinate and supervise matters pertaining to the broad area
of financial management, both appropriated and non-
appropriated activities. This included planning for,

coordinating and supervising budgeting, accounting, disbursing



and statistical functions. The Commandant of the Marine Corps
stated at that time that he did not want a "corps of
comptrollers." The idea was to not develop a permanent MOS
for financial officers. In fact, the Commandant directed that
no officer be assigned consecutive financial management tours.
The Marine Corps emphasis was on broad operational experienée
and general administrative skills for its financial officers
rather than technical knowledge.

In 1968 with the introduction of Project PRIME, a new
resource management and accounting system, the complexity of
financial management greatly increased. The Marine Corps began
to recognize the need for highly trained people to operate the
PRIME system and made two significant policy changes for its
financial management officers. First, it established military
occupational specialty 3415, Financial Management Officer, as
an additional specialty. Officers who carried the 3415
designation had other primary MOS'’s but they were assigned
occasional billets in financial management. Secondly, officers
were provided the opportunity for graduate level education in
financial management after which they would become Financial
Management Specialists, MOS 9644.

In 1976 the MOS 3415 became available as a primary MOS for
unrestricted officers. Officers who had completed at least one
tour in a combat arms or other support MOS could apply for MOS
3415 as a primary or a secondary specialty. Since female

officers were excluded from combat arms specialties they were



exempt from this requirement and could be assigned the MOS
3415 as second lieutenants. In 1977 for the first time
unrestricted officers were assigned the disbursing officer
designation. The auditing and accounting specialties remained

restricted MOS’'s at that time. [Ref. 2]

B. MILITARY OCCUPATIONAL SPECIALTY CONSOLIDATION

In 1986 the Fiscal Director of the Marine Corps directed
that unrestricted officers in three financial MOS's, 3402-
Disbursing Officer, 3406-Accounting Officer, and 3415-
Financial Management Officer, be consolidated into a single
MOS, the 3404 Financial Management Officer. Limited duty
officers (LDO) billets were redesignated as unrestricted MOS
3404 billets while the warrant officer billets were retained.
MOS 3410, Nonappropriated Fund Auditing Officer has not merged
with the other financial specialties and still has LDO and
warrant officer billets.

This reorganization of the MOS structure was brought on for
two reasons: (1) a lack of broadly trained and experienced
officers for top financial management billets, and (2) a
structural imbalance within the various MOS’s. The old MOS
structure did not provide for adequate career progression and
development. For example, the MOS 3402 did not have a
sufficient number of field grade (major and lieutenant
colonel) billets to allow junior officers advancement within

the MOS. The MOS 3415 had an inadequate number of company



grade (lieutenant and captain) billets for officers to obtain
experience required for field grade positions. This would
afford officers with the 3404 MOS the opportunity to:

1) obtain training in accounting, disbursing, resource
evaluation, budgeting and comptrollership,

2) to follow a normal career progression pattern,

3) to receive the foundation necessary to prepare them
for their financial management responsibilities at
the field grade level. [Ref. 4]

Since 1986 MOS 3404 has been assigned as a primary MOS to
lieutenants at the entry level and to officers transitioning
from combat arms and other support specialties upon completion
of the FMOC. The Marine Corps may now have a "corps of
comptrollers" but it intends that they be Marines first and
foremost [Ref. 5]. They are expected to be resource managers
competent in all technical and managerial aspects and to be
warriors and leaders of Marines who understand the Corps

purpose, structure and operations so they can advise the

commander on how best to use his assets.

C. MILITARY OCCUPATIONAL SPECIALTY 3404 DESCRIPTION

Summary: Financial management officers formulate and
supervise the execution of policies and procedures pertaining
to financial management practices, to 1include budget
formulation, budget execution, disbursing, and accounting for
Vappropriated funds, in the shore establishment and the

operating forces.



Duties and Tasks:

1)

2)

3)

Advises the commander and staff on all matters
concerning the technical aspects of disbursing and
the regulations and directives that govern
performance. Supervises and directs the operations of
a disbursing office. Interprets regulations and
directives and formulates policies and procedures
relative to disbursing in compliance with applicable
laws and regulations. Coordinates disbursing matters
with other activities of the command. Ascertains the
validity of disbursements and/or collections of
public funds. Is personally accountable for the legal
expenditures of all funds.

Advises the commander on all matters pertaining to
the technical aspects of financial accounting
policies and procedures, and exercises general
supervision over all facets of financial accounting
performed. Directs the preparation of periodic and
interim financial accounting reports for local use
and for submission to higher headquarters. Ascertains
the wvalidity of commitment, obligation, and
expenditure documents to conform with directives of
the Officer of the Comptroller of the Navy. Assists
in budget estimate preparation by providing the
financial history of all funds for which financial
accounting is performed.

Advises the commanding general/comptroller in all
facets of financial management, and identifies the
resource implications of general management
practices. Participates in the budget formulation and
budget execution process by assisting in planning,
monitoring, and evaluating programs for the
improvement of manpower, material, and fund
utilization. Develops cost analyses and reviews
statistical data. Supervises preparation of
accounting reports and provides technical assistance
in financial matters to subordinate commands and
staff sections. Performs internal review (now called
resource evaluation and analysis) functions as a
means of assessing organizational effectiveness.
Assists in bureau-level fiscal matters in all major
Marine Corps appropriations. [Ref. 6]

10



D. MILITARY OCCUPATIONAL SPECIALTY 3404 STRUCTURE

Table I, for MOS 3404, énd Table II, for MOS 9644, are
given to illustrate the structure of financial management
billets both by grade and by position. There are six MOS 3406
accounting warrant officer billets and 35 MOS 3402 disbursing
warrant officer billets which do not appear in either table.
[Ref. 7]

TABLE I.

MOS 3404 FINANCIAL MANAGEMENT OFFICER BILLETS

AS OF MARCH 1990
L

BILLET TYPE LT CAPT MAJ LTCOL TOTAL %
Accounting 9% 8 4 3 24 11
Budget 9 21 4 6 40 18
Comptroller 0 1 12 8 21 9
Deputy Compt 0 0 9 1 10 4
Disbursing 52** 37 16 9 114 51
Resource Eval

and Analysis 3 4 3 0 10 4
School 0 2 0 0 2 1
Commanding/

Exec Officer O 0 1 0 1 1
TOTAL 73 73 49 27 222 100%

*There are also six MOS 3406 warrant officer
accounting billets which do not appear in this table.

**There are also thirty-five MOS 3402 warrant officer
disbursing billets which do not appear in this table.

11



TABLE II.
MOS 3404 FINANCIAL MANAGEMENT SPECIALIST BILLETS

AS OF MARCH 1990
I

BILLET TYPE LT CAPT MAJ LTCOL COL TOTAL %
Budget 0 1 9 6 2 18 42
Comptroller 0 0 3 5 9 17 39
Deputy Compt 0 0 1 3 0 4 9
School 0 0 1 1 0 2 5
Commanding/

Exec Officer 0 0 0 0 2 2 5
TOTAL 0 1 14 15 13 43 100%

12



III. CURRENT FINANCIAL MANAGEMENT TRAINING OPPORTUNITIES

A. GENERAL

The Marine Corps currently has two schools to train its
financial officers, the Financial Management Officers Course
(FMOC) and the Marine Corps Practical Comptrollership Course
(MCPCC) . A correspondence course, entitled Financial
Management, is also available for basic financial training
through the Marine Corps Institute. The Marine Corps also uses
the Navy Practical Comptrollership Course and the Professional
Military Comptroller School to train a limited number of its
financial officers and civilians. This chapter provides a
brief description of each of these courses.

There are many other financial training classes throughout
the Department of Defense (DoD). However, few Marines attend
these courses because the Marine Corps believes a key element
of its financial training is understanding the Marine Corps’
concept of operations and because of the peculiarities of
Marine Corps budgeting, accounting and disbursing systems. If
DoD moves toward joint financial systems these schools will

become more important to the Marine Corps.

13



B. FINANCIAL MANAGEMENT OFFICERS COURSE (FMOC)

The FMOC was developed in 1987 primarily to train second
lieutenants who would be assigned the 3404 MOS upon completion
of the course. Officers seeking to transition to the MOS 3404
also attend FMOC. The FMOC incorporated the Disbursing
Officers Course with new curriculums in budgeting, analysis
and review and accounting to offer the 3404 a technical
overview of the financial management field. Appendix A is a
list of tasks that FMOC graduates should be able to complete.

Prior to 1987 and the formation of the FMOC, junior
financial management officers (MOS 3415) attended the
Financial Accounting Course (FAC). FAC was designed primarily
for fiscal clerks and was generally attended by Jjunior
enlisted students who were new to the financial field.

The FMOC replaced FAC for officers. FMOC is taught by staff
noncommissioned officers on the staff of the Financial
Management School at Camp Lejeune, North Carolina. A large
part of the curriculum 1is spent on disbursing since
approximately 75% of FMOC graduates go directly to disbursing
billets. The course is currently 14 weeks long (402 hours of

instruction). The curriculum breaks down into:

14



SUBJECT HOURS

Computers 31
Accounting 82
Budget 18
Resource Evaluation
& Analysis 27
Disbursing: 244
Pay 86
Travel 112
Fiscal 46

The computer portion is an introduction to the disk
operating system (DOS), word processing and spreadsheets.

[Ref. 8]

C. MARINE CORPS PRACTICAL COMPTROLLERSHIP COURSE (MCPCC)

The MCPCC was developed in 1979 as a means of training
officers and civilians serving in financial billets in
functions of Marine comptrollership. At that time most
attendees were captains through lieutenant colonels with
limited financial experience who were transitioning to the
comptroller field from a combat arms MOS. Civilians grade GS-9
to GM-13 would also attend. The course is now attended by
warrant officers through lieutenant colonels and by civilians
grade GS-9 to GM-13.

This course is structured exclusively for and by the Marine
Corps financial community. It is taught by a mix of academic
instructors from the Naval Postgraduate School (NPS) and

experienced professionals from the financial field. The course

15



is nine days long and is offered twice each year at the NPS in
Monterey, California. The syllabus generally includes
budgeting, accounting, disbursing, financial systems, resource
evaluation and analysis/auditing and management control. The
MCPCC also includes blocks of instruction in other financial
related areas which vary from class to class. Appendix B is a
schedule of the most recent MCPCC.

When the course began in 1979 most attendees were
budgeteers and comptrollers. Students now come from all areas
of the consolidated financial MOS, some with years of
experience in accounting or disbursing and no knowledge of
budget, whereas others have background in resource evaluation
or budget but little comprehension of disbursing or accounting

responsibilities.

D. NAVY PRACTICAL COMPTROLLERSHIP COURSE (NPCC)

The NPCC began in 1977 to train mid-career naval and Marine
officers andr civilians in the various areas that affect
comptrollers. It is hands-on, minimum theory with maximum
application of all facets of comptrollership. NPCC includes
accounting, budgeting, planning, internal review, and
management evaluation and performance with primary emphasis on
the local activity level.

The class is taught at the NPS campus primarily by a naval
officer on the NPS staff and is now attended by officers O-1

through 0-6 and civilians GS-9 though GS-15 from all areas of

16



finance. The NPCC coordinator’s lectures are augmented by
guest speakers but there are explicit learning objectives for
each period of instruction. A final exam is given near the end
of the course.

This nine-day course is taught seven times per year. There
are seven seats for Marines per year [Ref. 9]. Appendix C

provides a NPCC schedule with objectives for the course.

E. PROFESSIONAL MILITARY COMPTROLLER SCHOOL (PMCS)

This eight-week course provides professional development
education for mid-career financial managers within the DoD.
PMCS is offered four times a year at Maxwell Air Force Base,
Montgomery, Alabama. There are 65 students in each class from
all services and agencies of DoD. There are six seats for
Marines per year. Student mix is approximately 40 percent
military (O-4 to 0-6) and 60 percent civilian (GS-12 to GM-
15).

The class is taught at the graduate level and designed to
develop individuals to serve as comptrollers generalist with
primary coverage at the claimant level and above. "Education"
is stressed rather than "training." About 40 percent of the
course is conducted by guest speakers with the remainder of
the course split between faculty lectures and seminars led by
both faculty and class members. Individual oral presentations
and written assignments are included throughout the course.

[Ref. 10) Appendix D is a PMCS course schedule.
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IV. PRESENTATION AND ANALYSIS OF QUESTIONNAIRE DATA

A. GENERAL

This chapter focuses on the presentation and analysis of
the financial training questionnaire. Comments and
recommendations on this data are in chapter 6. Appendix E is
an example of the questionnaire.

A total of 206 questionnaires were distributed to officers
with the 3404 MOS. Many of them also carried the additional
MOS 9644, Financial Management Specialist. Sixty percent of
the surveys were returned. Response rates of less than 40% to
50% mailed questionnaires are common according to Kerlinger
[Ref. 11]. The 60% response rate can be attributed to the fact
that many questionnaires were distributed directly to the
individuals rather than through the mail and that those mailed
out were accompanied by a letter signed by the Fiscal Director
of the Marine Corps.

Of the 206 questionnaires distributed, 158 questionnaires
were mailed out, approximately 32 were distributed at an
American Society of Military Comptrollers Training Day at Camp
Pendleton, California, and 16 were distributed to students at
the MCPCC. The survey was distributed to a total of 61

lieutenants, 77 captains, 57 majors, and 11 lieutenant
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colonels. The response rate for each grade was 54%, 62%, 61%,
and 64% respectively.

Questionnaires were mailed to second lieutenants through
lieutenant colonels who were serving in financial billets, had
the primary MOS 3404, and whose end of active service and
rotation dates were expected to be after 1 June 1990. The 1
June date was used to decrease the chance the person would
already have moved before the 1 April 1990 return date and the
survey would be undeliverable. Surveys were not mailed to
officers who were scheduled to attend the MCPCC in Winter 1990
or those that had completed a questionnaire at the American
Society of Military Comptrollers meeting in February 1990.
Eighty-seven, or 55% of the 158 questionnaires mailed out were
returned.

Approximately 32 questionnaires were distributed at the
American Society of Military Comptroller meeting on 21
February 1990. Sixty-three percent of those surveys were
returned. Sixteen surveys were distributed and returned on 8
March 1990 in the Marine Corps Practical Comptrollership
Course.

Section B of this chapter presents the overall purpose of
the survey and the information obtained from each question.
Section C presents respondents’ relevant background
information. Section D presents the responses pertaining to
the FMOC. Section E discusses the opinions on the MCPCC.

Section F presents respondents’ expectations for financial
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officers’ jobs in the 1990’s. Section G discusses subjects to
be added and deleted from current training programs. Section

H highlights miscellaneous comments from the questionnaires.

B. FINANCIAL TRAINING QUESTIONNAIRE
1. Questionnaire Purpose
The primary purpose of the questionnaire was to gather
information concerning the adequacy of the current financial
officer training programs, to solicit ideas about changes
expected in the 1990’s, and to solicit recommendations for
improvements in the training of 3404 officers.
2. Questionnaire Content
The first portion of the questionnaire solicits
biographical information, including grade, MOS, number of
years in the Marine Corps, years in financial billets, current
billet and number of months in that billet, and academic and
professional achievements.

The second part of the questionnaire addresses the
Financial Management Officers Course. Question 2 asks whether
the respondent attended the FMOC. If respondents did not
attend the FMOC they were directed to skip to question 11.
Question 3 asks what year the respondent attended FMOC.
Question 4 asks the type of job the respondent was assigned
after FMOC. Question 5 asks the respondent whether FMOC
adequately prepared him for the job he was assigned after

FMOC. Question 6 requests the individual to 1list the FMOC
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topics which were most beneficial to him. Questions 7 and 8
ask which FMOC topics deserve more and less time,
respectively. Question 9 requests the respondent to comment on
methods of instruction that could have been more helpful at
FMOC. Question 10 requests the respondents’ opinions about the
amount of microcomputer training and use at FMOC.

The third part of the survey, questions 11 through 21,
addresses the Marine Corps Practical Comptrollership Course.
Question 11 asks whether the respondent attended the MCPCC. If
not, the respondent was directed to skip to question 22.
Question 12 asks what year the respondent attended MCPCC.
Question 13 asks how long the respondent had been in a
financial billet prior to attending MCPCC. Question 14 asks
the respondents’ opinions about what point in a financial
officer’s career he should attend MCPCC.

Question 15 asks whether MCPCC attendance should be
dependent on billet assignment or whether all officers should
attend MCPCC at a specific point in their careers. This
question should not have been stated as a yes or no question.
If the question had not asked respondents to explain their
answers it would have been useless to the study. However, 84%
of those that answered question 15 did either provide yes or
no answers to both questions or provided enough explanation
that I could determine their answer.

Questions 16 and 17 deal with whether the respondent

feels attendance at MCPCC improved his effectiveness on the

21



job. Question 18 requests the individual list the MCPCC topics
which were most beneficial to him and lists several topics
that are generally covered to spark his memory. Question 19
and 20 ask which topics deserve more and less time,
respectively. Question 21 asks the respondent to rate six
particular methods of instruction in terms of how effective
each would be at MCPCC.

The last part of the questionnaire requests information
about the financiai training programs in general. Question 22
solicits respondents’ opinions about how the financial
officer’s job will change in the 1990’s. Question 23 is an
open-ended question asking what subjects need to Dbe
incorporated into the current training programs to enhance
them. Question 24 asks the respondent to rate fourteen
specific subjects that could be added on how important each
would be in enhancing training programs. Question 25 solicits
any additional comments respondents want to make about
enhancement of financial officer training. Names and phone
numbers were requested in question 26 for respondents who were

willing to discuss their ideas.

C. BACKGROUND EVALUATION OF RESPONDENTS
1. Respondents’ Billet Assignment
The responses provide an adequate representation of the
MOS 3404 billets as a whole. The responses received by billet

type were 4% 1in accounting billets, 21% budget, 11%
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comptroller, 8% deputy comptroller, 41% disbursing, and 3%
resource evaluation and analysis. Financial billets for
officers with the MOS’s 3404 and 9644 break into the above
billets as follows: 9%, 22%, 14%, <ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>