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ABSTRACT
Despite the growing adoption of Business Process Management (BPM) in public administration, little is known about which fac-
tors drive BPM project success in countries like Brazil, where bureaucratic processes, heterogeneous legacy systems, and political 
instability create unique implementation challenges. Existing studies identify generic BPM and Information Technology (IT) 
success factors, yet no research has systematically examined success factors within public-sector BPM projects, leaving a critical 
contextual gap. This study addresses it through an action research project conducted at a large Brazilian national public institu-
tion. Across a ten-month Government-to-Government initiative, 22 semi-structured interviews were conducted and analyzed at 
each project cycle, allowing success factors to be identified, followed, updated, and validated by both the project team and the 
client. Results confirm several factors known in the literature while revealing new factors, including analysis of information 
systems and legacy mappings, project manager authority and influence, client systemic understanding, and an open-minded 
environment for change. A comparative analysis shows divergence in how stakeholders value these factors: the implementation 
team identifies more technical and managerial elements, while the client emphasizes prioritization and internal constraints. The 
study advances theory by contextualizing BPM success factors for the public sector. It offers practical guidance to strengthen 
governance, stakeholder engagement, and continuity of BPM initiatives in politically dynamic public organizations.

1   |   Introduction

Public institutions are increasingly becoming project-oriented 
organizations, whether in terms of funding (as more and 
more public policies are implemented using programs and 
projects) (Moutinho and Rabechini Junior  2020; Munari and 
Toschi  2021), or in terms of internal strategy implementation 
(as is the case of the implementation of process reengineering 
projects involving people and technology) (Alves et  al.  2018; 
Weerakkody et al. 2021).

Projects in public institutions are generally more complex than 
those in the private sector because they involve more people, are 
subject to strict rules and regulations, and, more importantly, 

depend on the political will to implement them (Beredugo 2021; 
Khodadad-Saryazdi 2022; Senyo et al. 2021). While in the pri-
vate sector, top management support is one of the most import-
ant success factors (Trigo and Varajão 2020), in the public sector, 
top management is the Government itself, making the context 
even more complex.

Business Process Management (BPM) projects in the public 
sector have unique characteristics, such as emphasis on public 
service, regulatory compliance, stakeholder engagement, pub-
lic accountability and transparency, complex organizational 
structure, long decision-making processes, legacy systems and 
interoperability, social impact, budgetary constraints, political 
and policy considerations, among others. This particular context 
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requires a study of the associated success factors given the spec-
ificities. However, the literature on the success factors of BPM 
projects is scarce (one exception is Syed et al. 2018).

Countries like Brazil face several challenges in implementing 
BPM projects within the public sector (Santos et  al.  2015). A 
major obstacle lies in the traditionally slow and bureaucratic 
nature of public administration. To address this issue, business 
processes must be systematically reviewed and redesigned to 
simplify procedures and enhance organizational flexibility. 
Such reforms often require modifications to existing legislation 
and internal regulations, thereby significantly increasing the 
complexity and duration of BPM initiatives. Another critical 
challenge concerns the political dynamics associated with elec-
toral cycles (Gonçalves et al. 2025). Government transitions fre-
quently disrupt ongoing projects, as changes in leadership and 
administrative priorities can lead to reduced support for BPM 
initiatives or even their discontinuation. Understanding the suc-
cess factors in this scenario is essential to BPM project success.

To fill the research gap, an action research study was conducted 
in a large Brazilian public-sector organization to identify and 
characterize the success factors for implementing BPM projects 
in the public sector. The contributions of this study include the 
identification of new success factors such as “Administrative, 
human and technical competence of the project manager,” 
“Develop and maintain (constantly) a clear understanding of the 
importance of budget, schedule, and achievement of technical 
objectives,” “Develop backup strategies and systems anticipating 
possible problems (risk management),” “Engagement of client 
with the project,” “Establish an appropriate support structure 
to ensure problem resolution,” “Open-minded client organiza-
tional environment for change,” “Project team time availability,” 
“Realistic and clear objectives” and “Top management support 
from the project team.”

The paper is organized as follows. The following section sum-
marizes the relevant literature on BPM projects in the public 
sector. The research design and methodology are described next. 
Then, the key findings and results are presented and discussed. 
Finally, we conclude with implications for practice and research, 
limitations, and highlights for further study.

2   |   Theoretical Background

2.1   |   BPM Projects

BPM is defined in the BPM CBOK (Benedict et al. 2019) as a set 
of management practices and principles applied to an organiza-
tion's processes. Therefore, before examining the technological 
aspect, it is necessary to consider the organizational dimension. 
BPM is also seen as a management discipline that seeks to un-
derstand the organization's processes and standardize, improve, 
and optimize them.

The life cycle of BPM proposed by Dumas et al. (2013) is a con-
tinuous cycle of steps that is composed of: process identification 
(the phase in which the relevant processes and organizational 
responsibilities are identified); process discovery (the phase in 
which the processes are designed in detail); process analysis (the 

phase in which the processes are analyzed in search of places 
of intervention with a view to improving the work); process re-
design (the phase in which the processes are redesigned taking 
into account the improvements identified in the previous phase); 
process implementation (the phase of transforming the process 
model into documented, tested and operational procedures and 
workflows to be applied in practice); process monitoring and 
controlling (the phase in which it is verified that processes are 
being executed as they are supposed to be and, if not, produce 
the necessary changes). All these stages of the BPM life cycle 
fall into the project execution phase, which includes some addi-
tional phases: initiation, planning, monitoring and controlling, 
and closing, according to the PMBOK (PMI 2017, 2022).

The success of BPM projects depends on the execution of all 
these stages and on the project's success as perceived by the cus-
tomer. In all these steps, success factors need to be identified and 
managed (Varajão et al. 2022) for the BPM project to succeed.

In a study on BPM initiatives in the Brazilian public sector, 
Santos et al.  (2015) found that, despite the increasing number 
of BPM projects, management practices in public organizations 
remain at an early stage of maturity. Many public servants are 
still unfamiliar with the concept of a business process, often 
confusing it with a legal or administrative procedure. As a re-
sult, they tend to lack understanding of the potential benefits 
and challenges associated with BPM implementation. The study 
also revealed that public sector employees are often unprepared 
to use IT tools. Moreover, internal stakeholders frequently un-
derestimate the relevance of new technologies to their daily ac-
tivities, which can hinder the adoption of innovative solutions 
and compromise the effectiveness of BPM initiatives. Research 
by Takagi et al. (2024) examined the management of success fac-
tors in BPM projects through a case study in the Brazilian public 
sector. Identifying these success factors represents a first step 
toward effectively managing them and ensuring the sustainabil-
ity of BPM efforts.

2.2   |   Success Factors in BPM Projects

Success Factors (SF) are all the elements that contribute to the 
success of an organization or a project and must be given con-
stant attention by the management team (Rockart 1979).

Project success and its management began to be studied in a 
more systematized way by the end of the eighties (Ika  2009). 
Over time, the studies presented new perspectives on project 
management including: (1) the definition of the Iron Triangle 
(Atkinson 1999); (2) the difference between the project's success 
and the success of the project management (Baccarini 1999; de 
Wit 1988); and (3) the identification of success factors for proj-
ects (Pinto and Covin 1989; Sumner 1999).

The study of success in project management, and in partic-
ular in IT project management, soon focused on associated 
success factors, such as those studied by Rockart  (1980) and 
Sumner (1999). Regarding the IT success factors, a recent lit-
erature review study by Trigo and Varajão (2020) divides the 
success factors into four categories (organizational, stake-
holders, process, and team) and identifies the following: Top 
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management support; Organization culture (change manage-
ment); Clear and realistic project goals; Customer involve-
ment; Customer training; Paying attention to customer needs; 
Procurement management; Communication and feedback 
(external stakeholders); Adequate use of resources (resource 
management); Appropriate use of methodologies and tools; 
Clear and complete requirements specification; Project com-
plexity (duration, complexity, number of people involved, size); 
Project monitoring and controlling; Project planning; Quality 
management; Realistic budgets (cost management); Risk man-
agement; Realistic schedules (schedule management); Project 
changes (scope management); Project manager leadership; 
Project manager capability (skills, expertise); Team commit-
ment and motivation; Team communication and collabora-
tion; Team composition (right people, multi-disciplinary); and 
Team experience (skills, expertise, lessons learned).

Table  1 presents the success factors in BPM projects identi-
fied in the literature review, along with some IT project man-
agement factors considered important for BPM projects. BPM 
projects in the public sector are, first and foremost, BPM proj-
ects. However, since the public sector has many specificities, 
studying the particularities of the success factors for BPM 
projects is necessary.

2.3   |   Success Factors for BPM Projects in 
the Public Sector

Syed et al. (2018) present the main differences between the pri-
vate sector and the public sector that have an impact on the 
implementation of BPM projects, and of which the following dif-
ferences stand out: in the private sector the aim is to maximize 
the return on investment, while in the public sector the aim is 
to respond to objectives, which are not always clear and difficult 
to measure; the clients of the BPM project in the private sector 
are the employees of the companies, while in the public sector 
they involve various types of people, including groups of citizens 
served by the project; private sector companies have to answer to 
regulators, while public sector organizations have to answer to 
voters, so in the first case risk taking is influenced by sharehold-
ers, while in the second case it is influenced by public scrutiny; as 
far as the economic structure is concerned, the former is strongly 
dependent on the market while the latter depends on political le-
gitimacy; as far as political sensitivity is concerned, the private 
sector, although not immune, has less impact while public sector 
organizations are completely dependent on political cycles; re-
garding budgets, in the public sector they are dependent on polit-
ical cycles, which may jeopardize the continuation of the project 
between cycles, while in the private sector it is simpler as it only 
depends on top management commitment; regarding culture, in 
the case of the public sector it is governed by laws and regulations, 
and the process of decision making is hierarchical and inflexible. 
This makes institutions resistant to change, with little focus on 
innovation and risk-taking. In the private sector, which is market-
driven, this does not happen, forcing these institutions to quickly 
change their strategies, making them much more agile and flex-
ible than those in the public sector, and more prone to change.

Considering the particularities of the public sector, Table 2 pres-
ents success factors specific to public BPM projects as reported 

in the current literature. These success factors, together with 
those identified in Table 1 (generic to BPM projects), constitute 
the BPM projects' success factors found in the literature review.

Although, as mentioned earlier, some studies identify the suc-
cess factors of BPM projects in the public sector, more studies 
are needed to systematize the success factors associated with 
this type of project. Furthermore, since stakeholders' perspec-
tives significantly influence success (Varajão et  al.  2022), it is 
necessary to understand which success factors different inter-
ested parties consider relevant.

3   |   Research Method

This work adopts a qualitative action research approach, which 
is appropriate given the researchers' direct involvement in a real 
BPM project and the objective of jointly generating practical in-
sights and scientific knowledge. The target population consisted 
of key stakeholders from the project team and the client organi-
zation, selected through purposive sampling due to their direct 
involvement and expertise. Data were collected through semi-
structured interviews conducted iteratively throughout the proj-
ect cycles. Data analysis involved consolidating the identified 
success factors, comparing them with the literature, and using 
them to support project monitoring and learning.

The research environment was a large BPM project in the 
Brazilian public sector. On both sides of the project (the project 
team and the client) were different public organizations, defin-
ing it as a Government-to-Government (G2G) project (Marvel 
and Marvel 2008). The research method was based on the action 
research concepts proposed by Baskerville  (1999), as depicted 
in Figure 1.

The research comprised five stages: diagnosing, action plan-
ning, action taking, evaluating, and specifying learning. The 
project lasted 10 months and involved 10 collaborators, includ-
ing analysts, researchers, trainees, and the project manager.

The contracting public organization was nationwide, and the 
BPM project's results impacted thousands of public servants 
and hundreds of thousands of citizens. The contracted organi-
zation was a public institution with expertise in BPM projects. 
The project was the first undertaken by the two public organi-
zations. As there was no history of working together, one of the 
top management's concerns (from both sides) was what could 
impact the project's success. In this context, two research ques-
tions emerged.

RQ1.  What are the success factors of a BPM project in the pub-
lic sector?

RQ2.  How do the different stakeholders value the success fac-
tors identified?

The researchers and the project manager jointly assessed how 
success factors could be identified. It was then decided that 
success factors would be evaluated in meetings with project 
team members and clients, in line with the literature guide-
lines (Varajão et  al.  2022). The project was structured in 
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product delivery cycles. It was planned to evaluate success 
factors at each project cycle (because at each cycle, factors 
might emerge, others might no longer impact the project, and 
others might change in importance) (Varajão et al. 2022) (ac-
tion planning step).

TABLE 1    |    BPM success factors from the literature.

BPM success factor References

Adequate use of 
resources (resource 
management)

(Ariyachandra and 
Frolick 2008; Trigo 
and Varajão 2020)

Alleviation of downsizing 
fears

(Syed et al. 2018)

Appointment of process 
owners

(Trkman 2010)

Appropriate use of 
methodologies and  
tools

(Trigo and Varajão 2020)

Clear and complete 
requirements 
specification

(Trigo and Varajão 2020)

Clear and realistic project 
goals

(Trigo and Varajão 2020)

Communication and 
feedback (external 
stakeholders)

(Ariyachandra and 
Frolick 2008; Syed et al. 2018; 

Trigo and Varajão 2020)

Customer empowerment (Syed et al. 2018; Trkman 2010)

Customer Information 
and Communication 
Technology (ICT) 
awareness

(Syed et al. 2018; Trkman 2010)

Customer involvement (Syed et al. 2018; Trigo 
and Varajão 2020)

Customer training (Ariyachandra and 
Frolick 2008; Trigo and 

Varajão 2020; Trkman 2010)

External environment (Syed et al. 2018)

ICT infrastructure (Ariyachandra and 
Frolick 2008; Bai and 
Sarkis, 2013a; Syed 

et al. 2018; Trkman 2010)

IT-BPM governance (Syed et al. 2018)

Organizational culture 
(change management)

(Ariyachandra and 
Frolick 2008; Syed et al. 2018; 

Trigo and Varajão 2020; 
Trkman 2010)

Paying attention to 
customer needs

(Ariyachandra and 
Frolick 2008; Trigo 
and Varajão 2020)

Performance 
measurement

(Bai and Sarkis, 2013a; 
Trkman 2010)

Procurement 
management

(Trigo and Varajão 2020)

Project changes (scope 
management)

(Trigo and Varajão 2020)

(Continues)

BPM success factor References

Project complexity 
(duration, complexity, 
number of people 
involved, size)

(Trigo and Varajão 2020)

Project manager 
capability (skills, 
expertise)

(Bai and Sarkis, 2013a; 
Syed et al. 2018; Trigo 

and Varajão 2020)

Project manager 
leadership

(Bai and Sarkis, 2013a; 
Syed et al. 2018; Trigo 

and Varajão 2020)

Project monitoring and 
controlling

(Trigo and Varajão 2020)

Project planning (Trigo and Varajão 2020)

Quality management 
(continuous 
improvement)

(Ariyachandra and 
Frolick 2008; Trigo and 

Varajão 2020; Trkman 2010)

Realistic budgets (cost 
management)

(Trigo and Varajão 2020)

Realistic schedules 
(schedule management)

(Trigo and Varajão 2020)

Risk management (Trigo and Varajão 2020)

Stakeholder involvement (Syed et al. 2018)

Standardization of 
processes

(Trkman 2010)

Strategic alignment (Ariyachandra and 
Frolick 2008; Bai and 
Sarkis, 2013a; Syed 

et al. 2018; Trkman 2010)

Team commitment and 
motivation

(Bai and Sarkis, 2013a; 
Syed et al. 2018; Trigo 

and Varajão 2020)

Team communication 
and collaboration

(Bai and Sarkis, 2013a; 
Trigo and Varajão 2020)

Team composition 
(right people, 
multi-disciplinary)

(Syed et al. 2018; Trigo 
and Varajão 2020)

Team experience (skills, 
expertise, lessons 
learned)

(Ariyachandra and 
Frolick 2008; Syed et al. 2018; 

Trigo and Varajão 2020)

Top management support (Ariyachandra and 
Frolick 2008; Bai and 

Sarkis, 2013a; Syed et al. 2018; 
Trigo and Varajão 2020)

TABLE 1    |    (Continued)
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In all delivery cycles, 22 interviews were conducted to iden-
tify (and update) the success factors (action-taking step). The 
interview script is in Appendix A. The interviews were con-
ducted with some members of the execution team (the proj-
ect manager and two analysts) and with the client (the PMO 
manager and the consultant assigned to the project). The de-
mographic data of the participants are presented in Table  3. 
The identified success factors were included in a repository. 
The identified success factors were then compared with the 
literature and supported the monitoring and control of factors 
that could impact the project's success (evaluating step). All 
learning acquired through the defined research method was 
included in a repository of lessons learned from the project, 
which was later shared to support future projects (specifying 
the learning step).

4   |   Results and Discussion

Table 4 shows the success factors identified by the project team 
and the client organization during the project. This list is based on 
the data collected during the interviews throughout the project.

The success factor “Ability to prioritize actions and deci-
sions” identified by the client is referenced in the literature 
as a success factor associated with the project management 
team, whose absence conditions the conduct of the work 
and the perception of good project management by the client 
(Ariyachandra and Frolick  2008; Trigo and Varajão  2020). 
Another success factor associated with the project implemen-
tation team is the “Administrative, human, and technical com-
petence of the project manager”. This factor was cited by both 

TABLE 2    |    Success factors of public sector-specific BPM projects.

BPM success factor References

Securing political support for the projects (Beredugo 2021; Khodadad-
Saryazdi 2022; Senyo et al. 2021)

Long-term commitment to the project (Syed et al. 2018)

Citizen empowerment (Syed et al. 2018)

Compliance with laws & regulations (Syed et al. 2018)

FIGURE 1    |    Research method adapted from action research by Baskerville (1999).

TABLE 3    |    Demographic data of participants.

Participant Age Academic level Background Gender

Project manager 45 Bachelor Management Female

Analyst 1 37 Bachelor Computer Science Female

Analyst 2 34 Master Accounting Female

PMO manager 31 Master Management Male

Consultant 48 Bachelor Management Male
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analysts at the beginning of the project and the PMO manager 
in all phases of the project. It is associated with the previously 
quoted success factor in that a competent project manager can 
prioritize and make the right decisions. This success factor is 
also referenced in the literature (Bai and Sarkis, 2013a; Syed 
et al. 2018; Trigo et al. 2022; Trigo and Varajão 2020), and its 

confirmation before the realization of the project is, in many 
cases, a sine qua non condition for the client to contract the 
realization of the project to a particular company. The next 
success factor, “Analysis of information systems, value chain 
and legacy/previous mappings,” was only identified by the cli-
ent, and it refers to examining an organization's information 

TABLE 4    |    Success factors identified by the project team and client organization.

Success Factors

Identified by

Project team Client
Literature 

(Tables 1 and 2)

A detailed and realistic schedule ● ●

Ability to prioritize actions and decisions ● ●

Administrative, human, and technical competence of the project manager ● ● ●

Analysis of information systems, value chain, and legacy/previous 
mappings

●

Atmosphere that encourages healthy relationships ● ●

Authority, influence, and power appropriate to the project manager ●

Choosing the right tools ● ●

Client with a systemic view ●

Commitment/motivation of the project team to the goals ● ●

Definition of the roles of the project team ● ●

Develop and maintain (constantly) a clear understanding of the 
importance of budget, schedule, and achievement of technical objectives

● ● ●

Develop backup strategies and systems anticipating possible problems 
(risk management)

● ● ●

Development of a communication channel between the top management 
(of the client) and the project manager

● ●

Encourage transparency and honesty from the outset for all stakeholders ● ●

Engagement of the client with the project ● ● ●

Establish an appropriate support structure to ensure problem resolution ● ● ●

Good communication between the team project ● ●

Good receptivity of the people who need to collect the requisites ● ●

Good relationship between the team, the manager, and the client of the 
project

● ●

Good selection of trainees ● ●

High internal customer demands (restricting customer availability to the 
project)

● ●

Open-minded client organizational environment for change ● ●

Project manager's commitment to project goals ● ●

Project team time availability ● ● ●

Realistic and clear objectives ● ● ●

Team with expertise in the areas needed for the project (problem-solving 
capacity)

● ●

Top management support to the project team ● ● ●
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7Knowledge and Process Management, 2026

systems, understanding how value is created across its value 
chain, and reviewing older process or system maps. Together, 
this reveal how work currently happens, where technology 
supports or limits operations, and what improvements or mod-
ernizations are needed.

Several success factors are associated with the relationships be-
tween the stakeholders either at the level of communication or at 
the level of collaboration, such as “Atmosphere that encourages 
healthy relationships”, “Good communication between the proj-
ect team”, “Good receptivity of the people that need to collect the 
requisites”, “Good relationship between the team, the manager 
and the client of the project”, “Development of a communication 
channel between the top management (of client) and the project 
manager”, and “Encourage transparency and honesty from the 
outset for all stakeholders”, identified in the literature as one of 
the most important groups of success factors for project success 
(Ariyachandra and Frolick  2008; Bai and Sarkis,  2013b; Syed 
et al. 2018; Trigo and Varajão 2020).

Another group of common success factors is associated with the 
project team implementation. It includes success factors such as 
project manager leadership, project manager capability (skills, 
expertise), team commitment and motivation, team communi-
cation and collaboration, team composition (right people, multi-
disciplinary), and team experience (skills, expertise, lessons 
learned) (Trigo and Varajão 2020). In this group, in addition to the 
success factor associated with communication identified above, 
the following success factors are considered: “Authority, influence 
and power appropriate to the project manager”; “Commitment/
motivation of the project team to the goals”; “Definition of the 
roles of the project team”; “Project manager's commitment to proj-
ect goals”; “Good selection of trainees”; “Project team time avail-
ability”; and “Team with expertise in the areas needed for the 
project (problem solving capacity).” The success factors related to 
commitment, engagement, and expertise from the project team 
were a concern highlighted by the project manager.

The success factor “Choosing the right tools” falls under the suc-
cess factors related to the project management process itself. It is 
not so much a question of the team but more of how the project 
is managed. This success factor is not specific to BPM projects 
in the public sector but is a factor that cuts across all projects. 
Without the right tools, it will not easy to bring a project to a 
successful conclusion. Thus, it is important to ensure that proj-
ect employees use the right tools and, if necessary, train them in 
new tools, provided the adoption of these tools offsets their cost 
(Sithambaram et al. 2021; Trigo and Varajão 2020).

In relation to the success factors associated with the project 
management process itself, we also have the following success 
factors of Table 3: “Develop and maintain (constantly) a clear un-
derstanding of the importance of budget, schedule, and achieve-
ment of technical objectives”; “Develop backup strategies and 
systems anticipating possible problems (risk management)”; 
“Establish an appropriate support structure to ensure problem 
resolution”; and “Realistic and clear objectives.” These can be 
included in a group of success factors that are focused on the 
good management of the project itself, which helps to the suc-
cess of the project but may not be a sufficient condition, because 
the client may not like the result achieved, even if from a project 

management point of view everything went well (Ika  2009; 
Pankratz and Basten 2018).

Thus, we arrive at the success factors identified in relation to the 
customer stakeholder, which are: “Client with systemic view”; 
“Engagement of client with the project”; “High internal customer 
demands (restricting customer availability to the project).” As 
mentioned in the previous paragraph, a project can be a success 
from the management perspective but a failure from the custom-
er's perspective, rendering it a failure. Thus, these success factors 
are important because they help to always keep in mind who the 
project recipient is and ensure that, throughout the process, the 
project recipient remains aware and satisfied with what is being 
implemented. Otherwise, it will be necessary to rethink what is 
being developed to meet the customer's expectations.

The “Open-minded client organizational environment for 
change” is related to the organization where the project is being 
implemented (identified by the client's PMO manager) and is 
vital since BPM projects usually bring big changes to organiza-
tions and will fail if the collaborators from that organization are 
not open to change (Abbott et al. 2021; Schmiedel et al. 2020).

Finally, but no less important, or perhaps the most important 
of all success factors, is the support of the project by top man-
agement, which in the case of public sector projects translates 
into political support for the project. Failing to address this 
critical success factor condemns the project to failure right 
from the start. If top management is not committed the project 
will hardly succeed, whether in private or public organizations 
(Merhi 2021; Pakpahan et al. 2021).

5   |   Theoretical and Practical Implications

5.1   |   Success Factors for BPM Projects in 
the Public Sector

Concerning the first research question (RQ1: What are the suc-
cess factors of a BPM project in the public sector?), our findings 
show that BPM project success depends on a combination of fac-
tors already recognized in the literature and new factors identi-
fied through our study.

5.1.1   |   Success Factors Already Supported by 
Existing Literature

Several factors identified in this study reinforce findings widely 
discussed in BPM, project management, and public-sector man-
agement research. First, project management competence, in-
cluding administrative, human, and technical skills, aligns with 
prior studies emphasizing the central role of the project manag-
er's capabilities in shaping project outcomes (Ariyachandra and 
Frolick  2008; Syed et  al.  2018). Likewise, team-related factors, 
such as motivation, expertise, role clarity, and effective commu-
nication, confirm the established view that well-coordinated and 
skilled teams are critical for BPM implementation. The results 
also validate process- and methodology-related elements noted 
in the literature, including realistic objectives, adequate tools, 
risk management, scheduling, and proper support structures 
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(Ika  2009; Pinto and Covin  1989). Moreover, stakeholder en-
gagement, particularly client engagement and support from top 
management, reflects a consistent body of work highlighting 
stakeholder involvement as essential to BPM success (Bai and 
Sarkis 2013; Syed et al. 2018). Finally, public‑sector‑specific in-
sights emerge: the importance of top management support mir-
rors literature stressing the need for political and administrative 
commitment in government projects (Beredugo 2021; Khodadad-
Saryazdi 2022); the high internal customer demands restricting 
availability reflect public sector constraints noted by Santos 
et  al.  (2015); and the emphasis on organizational openness to 
change aligns with scholarly concerns about bureaucratic rigid-
ity and resistance in public institutions (Schmiedel et al. 2020).

5.1.2   |   New Success Factors Revealed by This Study

Beyond confirming well-known factors, the study identifies sev-
eral new, context-specific success factors that are not sufficiently 
emphasized in the existing BPM literature. First, the importance 
of detailed analysis of information systems, value chains, and 
legacy mappings emerges as a novel finding. Although BPM re-
search discusses process understanding, it rarely highlights the 
technical mapping of fragmented and outdated systems as a de-
terminant of success in public organizations. Second, this study 
identifies the project manager's authority, influence, and decision-
making power as a distinct success factor. While previous work 
acknowledges the project manager's skills, it does not explicitly 
address the impact of formal authority on BPM outcomes. This 
factor is particularly significant in hierarchical public-sector 
environments. Another new factor is the need for a client with a 
systemic, cross-organizational understanding. The existing litera-
ture seldom articulates the client's holistic view of processes as a 
condition for BPM project success, yet this has emerged as critical 
in complex, siloed institutions. Finally, the study introduces an 
open-minded client environment for change as a specific success 
factor. Although change management is discussed in the litera-
ture, the client organization's mindset and cultural openness are 
not explicitly treated as measurable determinants of BPM project 
success. This study shows their substantial influence, especially 
in bureaucratic contexts with low organizational flexibility.

5.2   |   Value of the Success Factors From 
the Stakeholders' Perspective

With regard to the second research question (RQ2: How do the dif-
ferent stakeholders value the success factors identified?), the study 
reveals relevant differences in how the implementing project team 
and the client organization perceive and prioritize success factors. 
Although both stakeholders emphasize factors related to project 
execution and good project management practices, as expected 
given their mutual focus on project delivery, the analysis shows 
distinct areas of concern and complementary contributions.

5.2.1   |   Shared Success Factors

As shown in Table  4, both stakeholders consistently valued 
several factors central to effective project execution, including: 
the administrative, human, and technical competence of the 

project manager; maintenance of a clear understanding of bud-
get, schedule, and technical objectives; risk management; cli-
ent engagement; a functional support structure; organizational 
openness to change; project team time availability; realistic ob-
jectives; and top management support. These overlaps reflect 
a shared orientation toward disciplined execution, responsive-
ness, and alignment elements strongly emphasized in the BPM 
and project management literature.

5.2.2   |   Stakeholder-Specific Success Factors

Despite these commonalities, notable differences emerged. The 
project team identified a broader set of success factors (25 vs. 12), 
a result likely influenced by their prior experience with multiple 
BPM implementations and deeper technical and methodologi-
cal exposure. The project team emphasized interpersonal and 
operational aspects, such as maintaining a strong relationship 
with the client and ensuring clear communication. These con-
cerns point to their responsibility for coordination, solution 
delivery, and maintaining project momentum. Conversely, the 
client brought forward new success factors not identified a priori 
by the project team, including the need for a systemic organi-
zational perspective, prioritization of actions and decisions, and 
alignment with broader institutional goals. These reflect the cli-
ent's concerns with internal dependencies, resource limitations, 
and the broader organizational impact of the project. The iden-
tification of such new factors expands the current BPM success 
factor framework and highlights the importance of incorporat-
ing client-side strategic and organizational insights during proj-
ect planning.

5.2.3   |   Gaps in Social and Organizational Factors

Both stakeholders primarily focused on execution-related fac-
tors. Less emphasis was placed on social and organizational di-
mensions that also condition project success, such as political 
support, internal IT capability, and employee concerns about 
downsizing factors recognized in Tables 1 and 2. Their relative 
absence in stakeholder discussions suggests a tendency to pri-
oritize immediate project tasks over broader contextual risks, 
which may hinder long-term BPM sustainability.

5.3   |   Implications and Recommendations

The implications of the findings suggest several recommenda-
tions for both the project teams and the client organizations to 
enhance BPM project success, particularly in the public sector.

For the project team, it is essential to incorporate client-derived 
factors, such as a systemic understanding of the organization 
and its capacity to prioritize initiatives, into the early stages of 
project diagnosis and planning. It requires moving beyond a 
narrow focus on technical execution to explicitly consider the 
political, institutional, and organizational conditions that shape 
project trajectories in public-sector contexts. Moreover, effec-
tive relationship management should be strengthened through 
proactive communication, continuous alignment of objectives, 
and careful management of mutual expectations, thereby 
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reducing the risk of misunderstandings and resistance during 
implementation.

From the client organization's perspective, the results emphasize 
the importance of internal readiness as a prerequisite for suc-
cessful project outcomes. It includes ensuring adequate resource 
allocation, sufficient IT capabilities, and the sustained availabil-
ity of key personnel throughout the project lifecycle. Adopting 
a systemic organizational perspective is equally important, as it 
enables anticipation of cross-departmental impacts and supports 
more informed and coherent decision-making. In addition, sus-
tained engagement and openness to change are required, with 
organizational leadership playing a central role in providing con-
sistent sponsorship and addressing fears associated with restruc-
turing and process change. Strategic prioritization of decisions 
and actions is also necessary to prevent delays arising from bu-
reaucratic constraints and to maintain project momentum.

Overall, the observed differences in perspective between the proj-
ect team and the client organization reflect their distinct roles, 
responsibilities, and underlying concerns. The project team's 
broader identification of success factors can be attributed to ac-
cumulated implementation experience, while the client's empha-
sis on newly introduced factors underscores the importance of 
contextual and organizational conditions. Taken together, these 
complementary perspectives offer a more comprehensive and 
nuanced understanding of BPM project success in the public 
sector and highlight the need to integrate both operational and 
strategic considerations throughout the entire project lifecycle.

6   |   Conclusion

This paper contributes to the body of knowledge of success factors 
in BPM project management in the public sector by presenting a 
new list of success factors (see Table 4), which is important for both 
academia and industry. The identified success factors underscore 
the need for a holistic BPM approach. By considering and balanc-
ing technical and human elements, projects can be guided toward 
proficient execution, client satisfaction, cohesive team dynamics, 
organizational flexibility, and unwavering top-level backing.

The main limitation of this work, and an opportunity for future 
research, is that it was conducted within a single, albeit large, 
Brazilian public organization. In this sense, it is recommended 
that replication studies be performed in other organizations.
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Appendix A

Interview Protocol

Step 1. Based on the provided list of success factors derived from the 
literature, please select those deemed relevant for management within 
the project context.

Step 2. Identify and incorporate any additional success factors not in-
cluded in the list.

Step 3. Perform a pairwise comparison of the selected success factors. 
The evaluation should be conducted using the following comparison 
scale: 1—Much less important | 3—Less important | 5—Equally import-
ant | 7—More important | 9—Much more important.

Step 4. Examine the consistency and plausibility of the resulting priori-
tization, ensuring that the most critical success factors are appropriately 
emphasized.
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