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Abstract

Project management has evolved over the past years and the change in technology has been one of the main
driving factors. With the boom of the Internet resulting in the fast pace world of Internet banking project
managers need to pay must pay special attention human resource issues. Amongst all projects undertaken,
IT/Finance Projects have the highest rate of failure. This can be attributed to many issues such as: lack of
honesty, changing technology, lack of communication, unclear user requirements, lack of team spirit and lack
of project management skills. The implementation of IT systems in any industry invariably results in vast
changes. These changes affect business process, required skills and staff. In short, if the company’s maxim
stated that there is only ‘one best way’, the new way of doing things around the business is sure to come as a
bit of a (culture) shock. The impact of the change will surely be lessened by ample warning, preparation and
training, but the high failure rate of IT projects seems to indicate that these simple measures are not being
taken.

The liberty of identifying the reasons for failure in IT projects, especially in the Finance industry, has been
taken in this article. As a result of the study of failure in projects, the theory of reframing organisations,
Bohlman and Deal will be applied to see how this theory can have a positive contribution to project managers
in IT/Finance industry.

Introduction

A vast formless, machine is quickly and tirelessly wrapping its itself around the earth like a “virtual glove”. It is being
built from an endless array of electronic components whose power, range, and size are far greater than the sum of its
parts. This titanic but largely hidden structure is the nervous system of “cyberspace”. Why? Is there a purpose to this
expansion of cables and underground infrastructure? The answer is simply, yes, and can be summarised in one word
Communication.

For more than a year now, the Project Management Forum has recognised the importance of communication. It is like the
lifeblood of a project, or the oil in an expensive machine. Understanding one another is imperative to the success of a
project, and this can only be achieved by understanding how people communicate, and what constitutes effective
communication. Poor communication can result in the following:

e  Low productivity

e  Mistrust

e Lack of commitment to the project
e Confusion

o Insufficient direction and leadership
e  Power struggle and conflict

e Unclear requirements
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Like the Gutenberg printing press this information superhighway (the Internet) is altering the course of human history,
catapulting present day society fully into globalism, as spatial distance collapses between previously divided groups, and
world economies are becoming smaller, the impacts of our actions are becoming more widespread. Global markets are
showing these trends more clearly and the revolution of e-Commerce and Internet banking has created a world market
that demands constant monitoring for the smallest mistake can result in disastrous consequences.

Yet it is surprising that in an industry where precision and timing is imperative, and the success of institutions rests on
the success of their projects, that IT projects are have the highest failure rate.

According to the Standish Group (1994), only 16.2% of their IT projects were "project successful" (software projects that
are completed on-time and on-budget among American companies and governments), 52.7% were "project challenged"
(they were completed and operational but over-budget, over the time estimate, and offers fewer features and functions
than originally scheduled), and 31.1% were "project impaired” (or cancelled). Why are these projects failing? Some
contend that it is a lack of input from the user-end. Without a complete understand of what the client wants, and
communication of this throughout the project life cycle it is highly unlikely that the end product will meet any
expectations. Some of the main points about why IT projects fail are:

e Functional: system does not perform needed tasks (correctly)
e Users resist new system
e Management resists new system
e Cost overrun
e Delays and Technical problems: system does not work
In stark contrast Bohlman and Deal maintain that the reasons why IT projects can work are:
e  User involvement
e Management support
o  Skilled, experienced project managers
e  Clear requirements statement
o  Comprehensive work plan
e Sound development methodology
e  Prototyping
e Extensive Testing

What is not surprising, however, is that the free access to information and the high levels of communications (for which
we can thank the internet) are resulting in many new theories arising in response to traditional business strategies. For
years market forces were understood and even defined by theories like those of Michael Porter. The Internet has certainly
been good for expanding our understanding of culture, society, economies, development and foreign countries.

In today’s discussion we are going to address a new business strategy, which will change the way in which
communication in organisations is viewed. The authors are Lee Bohlman and Terry Deal and they created Reframing
Organisations. We believe that by reframing financial organisations according to Bohlman and Deals theory the success
rate financial IT projects can be improved.

Literature Review

Reframing Organisations

What are frames though? Frames are the ‘lens’ by which we see and order the world. They may highlight attractive
features and filter out the things we do not want to see. We need frames to help us make sense of the world since they
assist us in ordering experience and guiding action. It is then obvious that looking at a situation through a narrow frame
or only selected frames may result in the wrong action being taken.

Older management techniques employed a semblance of a single frame e.g. Scientific Management involved Heuristic
logic (the one best way). The weakness here is that other possibilities are ignored and it usually presents a barrier to
change that may result in improvement. Binary Logic, which says that there is a choice between task-centred or
relationship centred management implied that people had to choose between one and the other (no place for a mix of the
two). Dialectic logic supports the idea that one needs to discuss the various options and eliminate those that are
unsuitable and invariably make a binary choice between management methods.
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Bohlman and Deal’s Theory (Bohlman and Deal, 1991) employs Trialectic Logic which seeks to employ a sense of
wholeness which emerges from at least three sets of possible relationships among factors. This is in contrast to the one
or two factor logics mentioned previously. The three or more factors of the trialectic are separate independent realities
with the challenge being to hold all the factors in play in balance and view them as a whole.

Bohlman and Deal use 4 frames or lenses to perceive, explain and diagnose organisations. Each frame has its own image
of reality. The theory suggests that to be an effective leader, the manager should be flexible and adaptable enough to use
all 4 frames and become a multi-framing thinker, rather than relying on only one or two frames for looking at the world.

Whilst businesses may have previously been managed using a structural or political frame, the multi-framing technique
has advocated that the HR frames and symbolic frames cannot be ignored if one is to successfully manage a business and
its people.

The Symbolic Frame

The symbolic frame, drawing on social and cultural anthropology, abandons the assumptions of rationality that appear in
other frames. It treats organisations as tribes, theatres or carnivals. In this view, organisations are cultures that are
propelled more by rituals, ceremonies, stories, heroes and myths rather than by rules, policies and managerial authority.

The Use of the Symbolic Frame in Communication

Whilst an ineffective leader using this frame may be thought of as a fanatical fool, whose leadership process is a mirage
working in a cult-like culture. This is frame and corporate-culture has worked for companies like Disney and Wal-Mart
(Collins and Porras, 1995). The difference here though was that these companies had a core ideology that they religiously
followed. The culture assisted in reaching the company’s goals, which were continuously and tirelessly communicated to
the staff.

Corporate culture may be regarded as a set of values that defines for members what the firm stands for, how it functions,
and what it considers important. Culture is shaped by such things as: the organisations mission statement, symbols,
heroes, legends, past successes and failures and shared experiences. A strong well-managed culture can be a major
contributor to the organisation’s success. (Laxton, 2000)

The implementation of a financial IT system may well be part of an organisation’s wider vision. This wider vision is
often not communicated to staff, but is kept a “trade secret” by the select few in the upper echelons of the organisation.
Choosing a symbol or logo, possibly by inviting ideas from all players, to define the vision may contribute to the sharing
of common attitudes, values and beliefs. Similarly, communication of the project vision will complement the wider
vision, and enable all involved to identify with the common goals. It is essential that all players know exactly what they
are striving for.

Another important aspect of ensuring the success of financial IT projects is the element of adequate training. Without
training and ample opportunity to practice new tasks, users feel thrown in at the deep end. It is essential that users get a
feel for what they will be doing prior to the go-live date. The training sessions may be used as a platform to re-iterate the
goals, and the manner in which the users knowledge of the system will assist in making the project successful.

The perfect implementation will still be considered a failure if users have not been empowered by the development of
skills to use the financial system. Training in the symbolic culture may be customised and made unique to the
organisation, informal and interactive, new ideas and input encouraged providing flexibility and creativity. Users who are
comfortable with new procedures will be more likely to support the changes, contributing to user-buy in — a vital success
factor for these projects.

All too often a decision is taken to implement a new financial system without reference to the users of the system. This
leads to the system being used in old ways, and little, if any, benefit is derived from the change. Rituals, such as regular
workshops, to identify and meet user requirements, as well as to provide comfort and support during the change and
decision making process may well make the difference between success and failure.

We have attempted to illustrate that the problems contributing to the failure of Financial IT projects may not simply be
solved by enforcing control (structural frame), paying people more (HR frame) or negotiation (political frame). Some
consideration has to be given to the corporate culture (symbolic frame) and the type of communication channels that this
culture allows. Once these are fully understood, steps may be taken to minimize the negative effects and ensure a
successful project.

In summary then, effective leadership using the symbolic frame will display the following characteristics:

e The vision of the organisation is communicated with others
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e Strong relationships are built around shared attitudes, values and beliefs.
e  Experiences in which people are involved are interpreted.
e Like to tell stories about things that happen at work.
e  The meaning of events is important
e When faced with conflict or serious problems, they try to change the culture of the organisation.
e Ideas are tried out in groups
The Structural Frame

The structural frame emphasizes the importance of formal roles and relationships. Structures are created to fit an
organisation’s environment and technology. Organisations allocate responsibilities to participants and create rules,
policies, and management hierarchies to coordinate diverse activities.

Key Principles of the Structural Frame
e  Specialized tasks
e  Sequential work
e  Close supervision
e Top down Blueprint for pattern of expectations and procedures
e  Stable environments are hierarchies and rule oriented
e Toachieve goals and objectives rationality prevails over personal and external pressure
e Designed to fit organisation’s circumstances.
e Increase efficiency through specialization & division of labour
e Forms of coordination and control to insure success
e Problems solved through restructuring.

A structural scenario casts managers and leaders in fundamental roles of clarifying goals, attending to the relationship
between structure and environment, and developing a structure that is clear to everyone and appropriate to what needs to
be done. Without a workable structure, people become unsure about what they are supposed to be doing. The result is
confusion, frustration, and conflict. In an effective organisation, individuals are relatively clear about their
responsibilities and their contribution to the mission. Policies, linkages, and lines of authority are straightforward and
widely accepted. When you have the right structure, one that people understand, and organisations can achieve goals and
individuals can see their role in the big picture.

Looking at communication in this structural scenario it is generally accepted that most communication and people
problems stem from structural flaws rather than personal limitations or liabilities. This includes the inability of leaders
within the organisation to promote and implement a proper communication system within the structure. The
communication structure that exists might also not fit the circumstances the organisation finds itself in. At this point,
some form of reorganisation is needed to remedy the mismatch. How to structure it, is one of the central issues facing
any organisation, and having a proper communication structure within that structure just as essential. A structure should
be the outline of the “desired patterns of activities, expectations, and exchanges (communication) among executives,
managers, employees, and customers or clients. A typical example of a structural frame of in an organisation is shown in
Figure 1 below.
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Figure 1: Organisational Structure
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Finance and banking institutions are renowned for the structural approach that they assume. Whilst having an organised
and structured flow is imperative, it cannot work if it excludes all the other frames.

The Human Resources Frame

Lee Bohlman and Terry Deal have described the reframing of organizations into four frames as Structural, Political,
Symbolic and Human Resources. Bohlman and Deal have described the barriers to Change Essential Strategies in
Human Resource: Anxiety, uncertainty, feelings of incompetence, neediness Training to develop new skKills,
participation and involvement, psychological support Bohlman and Deal, 1997: 321

PMI says the definition of Human Resource Management is " The art and science of directing and coordinating human
resources throughout the life of a project by using administrative and behavioural knowledge to achieve predetermined
project objectives and scope, cost time, quality and participant satisfaction."

The human resources frame, based particularly on the ideas of organisational social psychologists, starts with the
fundamental premise that organisations are inhabited by individuals who have needs, feelings, and prejudices. They have
both skills and limitations. They have a capacity to learn, as well as a sometimes-greater capacity to defend old attitudes
and beliefs. From a human resource perspective, the key to effectiveness is to tailor organisations to people - to find an
organisational form that enables people to get a job done while feeling good about what they are doing.

Project mangers in Financial IT need to adhere to some new concepts in Human Resource in order to achieve satisfactory
results. People are reluctant and resistant to change because they feel secure within their existing structure. IT is a fast
changing environment and Financial IT project managers need to pay attention to his/her teams needs at all time.
Neglecting any human resource need could jeopardize a project.

Training and Development: Increasing training and development in personal skills. The skills for being successful at
project management have changed. They are more focused on developing and leading a team than doing it all yourself.
Human Resources in the IT Financial sector have not been given the necessary attention to the definition and the skills
requirements within the IT sector. Far too many incompetent people have been placed into positions that are beyond their
capabilities. Offer a project manager self-assessment tool that will help individuals to assess their strengths and
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weaknesses as a project leaders. Periodically these leaders need to assess themselves to see how they've improved their
skills. Creating an improvement project for one to address one's weaknesses is also only one of the ways to develop ones
own skills.

Team members also have to under training and development to enhance their skills. Workshops and in-house training
schedules can be used to empower their employees with skills. Other training methods like outsourcing training to
institutions and using proven teaching methods like Caliper.

Communication: Communication can improve relationship within an organization. Communication failure could also
be caused by de-motivation within a team. Looking at Participative Management, team members like to be part of the
decision making process because they feel like they are part of something special. Team members also need to be active,
and not be involved in routing activities, which lead to boredom and causes issues like under performance. That is why
project managers should look into matters like, Job Enlargement. Project mangers also need to be skilled in areas like
leadership, listening skills and other skills that ensures he has an overall understanding of team members needs and
project expectations.

Team members being expected to perform outside of their capabilities could also cause de-motivation, and all work and
communication between the team members could become seriously affected, resulting in the failure of the project. The
team as a whole may need to go under formal training with an institution using a methodology in ensuring the team
members know what's expected of them. If the team is motivated, the communications channel is used more openly.

"Strong relationships between IT and HR can give a company a competitive edge.” (Enterprise Careers, 1998). With the
boom of the Internet resulting in the fast pace world of Internet banking project mangers must pay special attention
human resource issues.

Using alternative approaches to project management, can improve the success rate of projects. Although these new
models would have to be team-based and participative. In older models of project management, the project manager
directed all the project work. He/she created the project plan, sometimes with input from team members, but often
without consultation. He/she then handed out assignments to the people on the team, following up with each one to make
sure he or she was getting his/her work done on time and within budget. The results of this old approach will not surprise
you. The project plan had missing elements because the project manager couldn't think of everything by himself. Because
there had been no participation in the planning process, the team was demoralized, unmotivated, and apathetic. In
addition, they did not understand the whole project or how it fit into the business objectives of the organization. And, of
course, there was no commitment to getting the work done on time or within budget. The new project management
approach is involves the team in the planning, monitoring and control of the project. Participative management it the way
to go in a fast paced industry like IT as everyone wants to be recognize as a valuable player. It's not always possible to
use a pure participative approach. You may not be able to get all the team members together (either physically or by
video conferencing). However, your results are directly proportional to the degree that you involve the team in the
planning and monitoring processes. Participative project management requires more than just being skills in team-based
project management tools. You also need to understand and lead the team process. This is the process by which people
work together. By using a participative project management method, you’ll lessen the number of team problems you
have, but you're still going to encounter people problems.

Job Enlargement Workers often expect higher payment to compensate for learning these other jobs and for agreeing to
changes in working practices. The new jobs are often only a marginal improvement in terms of the degree of repetition,
the skill demands and the level of responsibility; as a result workers have not always responded positively to such
change. Job enlargement schemes may not be feasible, e.g. in motor vehicle assembly, without a major change in the
production facilities. The concepts of both job rotation and enlargement do not have their basis in any psychological
theory. However, the next generation of attempts to redesign jobs emerging from the USA developed from the researches
of Frederick Herzberg (http://www.accelteam.com/human_relations/hrels 05_herzberg.html.)

During the 1950's and 1960's Herzberg developed his ‘two factor' theory of motivation. Job Enrichment in his theory
separated 'motivators' from 'hygiene' factors. The hygiene factors included salary, company policies and administration as
well as supervision. They were seen as potential sources of dissatisfaction but not of positive motivation. Another set of
factors including achievement; recognition, responsibility, advancement, growth and the work itself were postulated as
the 'real’' motivators. From this theory Herzberg developed a set of principles for the enrichment of jobs as follows:

e Removing some controls while retaining accountability;

e Increasing personal accountability for work;

e Assigning each worker a complete unit of work with a clear start and end point;
e Granting additional authority and freedom to workers;

e  Making periodic reports directly available to workers rather than to supervisors only;
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e The Introduction of new and more difficult tasks into the job;
e Encouraging the development of expertise by assigning individuals to specialized tasks.

Job enrichment and job enlargement can be welcomed if other specific personal needs of the team members are met.
Project managers would cause a project to fail if team members are expected to do work outside their skills matrix.
Increasing training and development in personal skills are becoming more common. The skills for being successful at
project management have changed. They are more focused on developing and leading a team than doing it all yourself.
All of the above-mentioned aspects contribute to the success of projects. In summary, the following factors are proven
key success indicators on projects:

e  User involvement
e Management support
o  Skilled, experienced project managers
e  Clear requirements statement
e  Comprehensive work plan
e Sound development methodology
e  Prototyping
e Extensive Testing
The Political Frame

The political frame, invented and developed primarily by political scientists, views organisations as arenas in which
different interest groups compete for power and scarce resources. Conflict is everywhere because of the differences in
needs, perspectives and lifestyles among various individuals and groups. Bargaining, negotiation, coercion, and
compromise are all part of everyday organisational life. Coalitions form around specific interests and change as issues
come and go. Problems arise because power is concentrated in the wrong places or because it is so broadly dispersed that
nothing gets done. Solutions are developed through political skill and acumen - as Machiavelli suggested they should be
centuries ago in The Prince. In this definition it is clear that:

e Organisations are viewed as coalitions composed of varied individuals and interest groups
e There are enduring differences among individuals and groups

e Allocation of scarce resources is central

e  Conflict is central to organisational dynamics and power is the most important resource

e Organisational goals and decisions emerge from bargaining, negotiation, and jockeying for position among
members of different coalitions.

The propositions of the political frame do not attribute politics to individual selfishness, myopia, or incompetence. They
assert that interdependence, difference, scarcity and power relations will inevitably produce political forces, regardless of
the players. It is naive and romantic to hope that politics can be eliminated in o rganisations. Managers can, however,
learn to understand and manage political processes.

There is no guarantee that those who gain power will use it wisely or justly. But is it not inevitable that power and
politics are always demeaning and destructive. Constructive politics is a possibility, and a necessary possibility if we are
to create institutions and societies that are both just and efficient. Given the current climate, which is characterized by
rapid and continuous change in a time of scarce resources, the political frame may have increasing importance.

Methodology

This study utilised Grounded Theory as this a methodology the author used to simply the discovery of emerging patterns
in theoretical models around Reframing organisations. Grounded Theory is the generation of theories from data, in this
study; it is concerned with the South African context. (Glaser in Walsh, Holton et al 2015).

Grounded theory was applied in this study as it is research tool which enabled the author to seek out and conceptualise
the Reframing emerging strategic patterns and structures of the relevant and emerging strategic constructs. This
methodology was used in developing theory which is more aligned to the emerging industry trends. This was used by the
author as the deductive phase of the grounded theory process (Glaser in Walsh, Holton et al 2015).
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4. Results and Discussion

In answering the question: Does the reframing organisation theory make a contribution to successful projects? we will
conclude by saying yes it does. Reframing organisations theory emphases the need for multiframing and integrating all
the four frames namely political, HR, structural and symbolic. Whilst businesses may have previously been managed
using a structural or political frame, the multiframing technique has advocated that the HR frames and symbolic frames
cannot be ignored if one is to successfully manage a business and its people. The impact of excluding the HR frame has
been proven to be “fatal”. Whether there is great hardware available for the project and a well laid-out physical
environment, if the team members are not included in the decision-making and if the correct communication plan is not
practiced, the success of that project is doomed. Reframing organisation theory encourages team-based and participative
project management. This new way of communication comes with a lot of responsibility for project managers, however it
also allows for a higher rate of project success. In implementing all frames, project managers can get overwhelmed but
the following questions can be used as a guideline to manage a project successfully while using reframing organisations
theory:

e Does the structure fit the scope of the project or organization?
e |Is your communication plan in place before starting your strategic planning?
e Does the communication method suit the structure?

o Are leaders within the structure capable of implementing and maintaining the communication
structure?

e Does the plan include timely and regular communication?

e Is communication of lesser individuals within the structure filtered properly, or will it get lost in the
hierarchy, and is it given the proper consideration?

o Does communication include all relevant participants?
o Does the structure allow for easily accessible communication methods?

e And lastly what effect will the structure of communication have on the other 3 frames (Symbolic,
human resources and political frames) and does it take these into consideration.

Lastly, it is imperative that all the frames are taken into consideration when undertaking a project and a thorough yet
practical communication plan should be in place. Each frame can work well when implemented individually, however
this is being short-sited. Using one or two frames limits the leader’s ability to act as effectively as possible. Bohlman
suggests that leaders need to use all four frames. Leaders must develop the ability to “reframe’ situations in order to make
sense of what is happening and to create alternative solutions and strategies. The most effective leaders integrate the
frames into their thought patterns and behaviour
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