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Abstract.  

For the past decades, organizations have been investing heavily in BPM projects 

in the hope of improving their competitive advantage in an increasingly complex 

environment. However, although it is believed that the higher the level of BPM 

maturity the greater the success of the organization, experience shows that this 

relationship is not always possible to prove.  

The purpose of this study is to help clarify the relationship between the level of 

BPM maturity and the success of an organization. This was done through the 

implementation of a case study-based research within a global company, focusing 

on the shared services organization. 

An analysis of the existing BPM maturity models and its level of coverage of 

BPM core areas was conducted to select the most suitable BPM maturity model 

to conduct the assessment of the current BPM maturity level. It was also estab-

lished a framework to characterize the success of an organization. These two in-

puts, along with information gathered to understand implemented process im-

provements, were the basis for conducting the research.  

Results show a successful organization, with a high maturity level according to 

the BPM OMG maturity model, that has been investing in continually improving 

its processes with a strong focus on digital transformation. The identified benefits 

from a high level of BPM maturity, namely improved productivity, cost reduc-

tion, error & risk prevention, higher agility, employee upskilling and knowledge 

retention, were shown to have a positive influence in the majority of the dimen-

sions used to characterize the success of the organization. 

Keywords: Business Process Management Maturity, Success of Organizations, 

Shared Services. 

1 Introduction 

1.1 Background 

Since the first industrial revolution, companies have been focusing on continuously im-

proving their productivity by introducing new technical innovations, as well as by 

(re)organizing the work in a way to become more effective and efficient [1]. In this 

context, over the past decades, companies became aware on the benefits of being 
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process oriented as a way to create competitive advantage and respond to the fast pace 

changing environment [2].   

Along with that, the concept of Business Process Management (BPM) has been 

evolving in the past decades. It has its roots on the concept of workflow management 

(WFM), inspired by the production processes in the manufacturing industry, that is 

mainly focused on the automation of business processes [1]. BPM, on the other hand, 

has a wider scope and aims to improve business processes, possible without the use of 

new technologies [1].  

The BPM institute describes BPM as the “definition, improvement and management 

of a firm’s end-to-end enterprise business processes in order to achieve three outcomes 

crucial to a performance-based, customer-driven firm: 1) clarity on strategic direction, 

2) alignment of the firm’s resources, and 3) increased discipline in daily operations” 

[3]. In fact, BPM can be understood as the efforts of an organization to analyse and 

continually improve its fundamental activities [4].  

In the past decades, many maturity models have emerged claiming to guide an or-

ganization towards its competitive advantage and, therefore, to its success [5]. The 

BPM maturity models have the purpose to outline the stages of maturation paths and 

provide a tool to assess the as-is situation, identify gaps, define improvement initiatives 

and control the progress [6]. Research appoints that higher levels of maturity in a busi-

ness process results, among others, in greater effectiveness to reach the defined goals 

and improving management ability to propose new and higher targets for performance 

[6].  

Among several models, it is possible to highlight the BPM Maturity Model 

(BPMMM) [7, 8], BPR Maturity Model (BPRMM) [9], Business Process Maturity 

Model (BPMMFisher) [10], Process Management Maturity Assessment (PMMA) [11], 

BPO Maturity Model (BPOMM) [5], Process and Enterprise Maturity Model (PEMM) 

[12], Process Maturity Ladder (PML) [13], Business Process Maturity Model 

(BPMMOMG) [14] and the Business Process Maturity Model (BPMMLee) [15] [6]. 

In spite of the fact that many empirical researches indicate that there is a positive 

correlation between process management and business success [4], and that organiza-

tions can improve their performance by adopting a business process orientation [5], 

research also suggests that only few organizations were able to obtain efficiency gains 

from the process-oriented transformation programs they have implemented [16].  

In fact, there is a common understanding among organizations that the greater the 

process orientation is, the larger its success. This premise has been guiding many of the 

investment decisions of organizations in the past years that expect to enhance their 

competitive advantage by investing significantly in a business process-oriented ap-

proach. However, experience shows that this relationship is not always straightforward 

once there are other variables that might influence the availability of the organization 

to incorporate the benefits of BPM, as well as its success.  

 

1.2 Objectives 

The purpose of this research is to provide a contribution to clarify the relationship be-

tween the level of BPM maturity and the success of an organization. Specifically, the 
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research aims to answer the following question: Is there a relationship between the level 

of business process management maturity of an organization and its success?  

This was done by conducting a qualitative research through a case study within an 

organization with high perceived BPM maturity level to assess its current maturity and 

its level of success, as well as to understand the evolution done in the past years regard-

ing process improvements. The data collected was the basis for analysing the results 

and providing insights about the relationship between the two areas.  

 

2 Methodology 

To achieve the desired outcome, the work was structured in three phases: 1) conceptu-

alization, where the goal was to, through a literature review, identify the problem and 

research questions that will guide the study, as well as to define the basis for the re-

search; 2) implementation, where the focus was the implementation of the research ac-

cording to the inputs provided in the first phase and 3) analysis, where the results were 

systematized, analysed and discussed in order to answer the research question.  

The first step was to conduct an extensive literature review to understand the key 

concepts related with business process management, business process management ma-

turity and success of an organization.  

Once there are many BPM maturity models that can be applied to assess the BPM 

maturity level of the organizations, a selection of one model was done. For that, an 

analysis of the existing BPM maturity models and its level of coverage of BPM core 

areas was conducted. Along with that, and based on the literature review, a conceptual 

model to measure the success of the organization was defined.  

These two inputs were the basis to conduct a qualitative research, implemented 

through a case study. The selection of this approach and method was done taking into 

consideration several factors such as the research problem, purpose of the study and its 

specific goals. The case study was implemented within a shared services organization 

of an international company who operates in Portugal and has a high perceived process 

maturity level. This was done through in-depth interviews and documentation analysis. 

After collecting all the data, results were systematized in order to bring inputs to 

support the answer to the research question. These results were analysed, focusing on 

ensuring the accomplishment of the study objectives, as well as identifying limitations 

and recommendations for further research.  

 

2.1 Selection of the BPM maturity model 

The literature review has shown a multiplicity of business process maturity models. 

Although most of them are based on the CMMI model, they represent different varia-

tions of a solution to answer some fundamental questions: (i) how mature are the pro-

cesses of an organization and (ii) how mature is the organization to manage those pro-

cesses. There is no best answer to these questions. The key is to understand the needs 

of the organization and how can the evaluation of its BPM maturity contribute to 
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achieve positive outcomes. Based on these factors, organizations should select the 

model it is considered to best fit their purpose [17].  

Even though several BPM maturity models could be used in this research, that would 

increase significantly the complexity of the assessment tool, which might diminish the 

company’s willingness to participate. Therefore, one of the critical success factors is 

the selection of one maturity model that best address the purpose of the study.  

The selected model should be applicable to any company, despite its dimension and 

business sector. It is also important that the model is aligned with the key areas of busi-

ness process management, providing a holistic approach on the maturity of the organi-

zation for this subject. To address these issues, an analysis of the coverage of the BPM 

maturity models through the BPM core areas was undertaken.  

The starting point were the models analysed in depth during the literature review 

phase. Those models were studied in depth in order to understand to which extent they 

refer to the practices contained within each BPM core area.  

A BPM maturity model was considered to have coverage of one BPM core area if 

they have a dimension, a factor or similar, according to its specific structure, that clearly 

matches the description and principles of the core area. On the opposite, if no match 

was possible, the model was considered as having no coverage of the BPM core area. 

In some situations, where the match was not direct or totally clear, or if it only covers 

some components of the core area, the model was considered has having partial cover-

age. The results are presented in Table 1. 

With the conducted analysis, it is possible to conclude that there is no BPM maturity 

model that covers all the BPM core areas. However, some provide greater coverage 

such as the BPM Maturity Model (BPMMM) of Rosemann & de Bruin [7]; [18]; [8] and 

the Business Process Maturity Model (BPMMOMG) of the OMG Group [14]. While 

the first model lacks on the coverage of the enterprise process management (EPM) core 

area, the second one lacks on the information systems / information technology (IS/IT) 

core area.  

Once it is intended to evaluate the level of maturity of an organization and not spe-

cifically the level of maturity of a process, it is important that the selected model covers 

the core areas that are under the enterprise perspective. In this context, and despite its 

limitations, the BPM OMG maturity model was selected.  

2.2 Selection of the measures of organizational success 

The literature review has shown that defining the success of an organization is not 

straightforward and, in some extent, there is some confusion with the term. 

Based on the assumption that the level of success represents in what extent can an 

organization fulfils its objectives [19], and if we consider that an organization is a com-

plex system composed by several dimensions with specific objectives, a multidimen-

sional approach to the success of an organization should be considered.  

In this context, a 5-dimension model to characterize the success of an organization 

is proposed. 
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Table 1. – Results of the analysis of level of coverage of BPM maturity models through the BPM 

core areas 

  BPM Core Areas 
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BPM Maturity 

Model (BPMMM) 

[7]; [18]; 

[8] 
C C C C C C C C NC 

Business Process 

Maturity Model 

(BPMMFisher) 

[10] NC NC NC NC C NC C PC C 

Process Management 

Maturity Assessment 

(PMMA) 

[11] C NC C NC C C C C PC 

Process and Enter-

prise Maturity Model 

(PEMM) 

[12] C C C NC C NC C C C 

Process Maturity 

Ladder (PML) 
[13] PC NC PC NC C C NC PC NC 

BPO Maturity Model 

(BPOMM) 
[5]; [20] C NC NC NC C NC C C MC 

Business Process 

Maturity Model 

(BPMMOMG) 

[14] C C C C C C NC C C 

C – Covers; PC – Partially Covers; NC – No Cover 

 

Fulfilment of mission. Mission statements are one of the cornerstones of strategy def-

inition, providing a sense of purpose and establishing the direction of an organization 

[21]. Considering that the mission statement of an organization represents its ultimate 

goal, it cannot be disregarded the fulfilment of the mission as a dimension to measure 

organizational success.  

 

Financial performance. Financial performance has been one of the most traditional 

perspectives to measure the success of an organization. Although the fact that other 

perspectives have been included in measuring organizational performance and success, 

the financial perspective is still widely used in the literature, as well as in business 

practice, and cannot be discarded [22–26]. 

 



6 

 

Market performance. Along with financial performance, market performance has 

been widely considered in measuring organizational performance, providing an exter-

nal point of view [22, 23, 26]. In fact, besides the importance of having a financially 

well performed company, it is also relevant to consider how the company is performing 

in the market against its competitors, as well as to which extent it is satisfying its cus-

tomer needs [23, 27, 28].   

 

Internal performance. Internal performance refers to the internal aspects such as pro-

cesses, human capital, corporate culture as well as other internal practices that allow 

companies to develop and sustain its competitive advantage. The Balanced Scorecard 

[22] introduces this variable through the internal and the learning & growth perspective. 

The DMP approach also reflects the internal performance through its people develop-

ment and process dimensions [23]. Also, Pickle & Frielander [29] refer to one of the 

most important stakeholders within a company: the employees. Therefore, internal per-

formance is considered to be related with human capital management issues, quality 

issues as well as cultural issues.   

Sustainability. Another view on company’s success relates to the sustainability of the 

organization. Organizations perform their activities in a given environment, influencing 

it. In this context, the concept of corporate sustainability has been gaining importance 

[30–32]. However, the sustainability concept within the business context does not have 

a single definition. The study conducted by Lankoski [33] identifies different usages of 

the concept highlighting the concept of sustainability as the long term viability of the 

business and sustainability as corporate social responsibility. Both of these approaches 

to the sustainability concept will be considered in this study. 

 

For each of the five dimensions proposed to characterize organizational success, 

some categories were defined based on the literature review. The purpose of defining 

categories is to provide a more consistent logical framework for measuring success. 

Also, defining categories helps with the process of selecting metrics for measurement, 

allowing it to be more focused and straightforward. In this context, for each category, 

one or two measures were selected, as presented in Table 2. The number of measures 

was not too extensive, so the research would not be highly complex, increasing will-

ingness to participate from the company. Besides ensuring that the proposed metrics 

were aligned with the dimension to be evaluated, three key aspects were considered 

when selecting the metrics for each category: the obtainability of quantitative or quan-

tifiable data, availability of information in the company and relevance of metrics.  

Furthermore, the metrics should be simple, understandable and useful as a tool [34].  
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Table 2. – Dimensions, categories and metrics to measure organizational success  

 

Dimension Category Metric References 

Fulfilment of 

Mission 

- Perception of managers 
[21] 

Financial Per-

formance 

Growth Income growth rate  
[34] 

 Profitability Net profit margin [28, 35] 

 Efficiency  Return on equity [23, 28, 35] 

  Return on assets [23, 28, 35] 

Market Perfor-

mance 

Market position Market share 
[23, 27, 28, 35] 

  Sales growth rate  [23, 28, 35] 

 Customer satis-

faction 

Level of customer satisfac-

tion 
[27] 

Internal Perfor-

mance  

Human capital Turnover rate 
[35] 

  Employee growth rate [25, 28, 35] 

 Organizational 

culture 

Perception of managers on 

how strong the culture is 
[36] 

 Quality & risk 

management 

Implementation of opera-

tional internal audits  
[37] 

  Implementation of risk man-

agement procedures 
[37] 

Sustainability Longevity Number of years company is 

in business 
[35] 

 Corporate social 

responsibility 

Investment in CSR initia-

tives on total revenue 
[38] 

 Innovation Investment in R&D and self-

innovation 
[38] 

 

2.3 Case study implementation 

Selecting the best approach and methodology is usually one of the most challenging 

aspects when implementing a research.  

As previously mentioned, there is a lack of research between the relationship be-

tween BPM maturity and the success of the organizations and the purpose of this re-

search is to provide insights and to better understand this relationship, which could be 

a starting point for further research.  

According to Darke, Shanks, & Broadbent [39], case study has been one of the most 

used methods to implement a qualitative research in information systems (IS) research. 

It assumes particular relevance when it is used to investigate a complex phenomenon 
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that rely on several evidences. Hughes & McDonagh [40] also refer its popularity in IS 

research and refer it as a powerful method when implementing an exploratory research 

as it allow to get higher richness of data. Trkman [4] also refers that case study methods 

can be used when we are still trying to understand or discover a problem within an 

emerging area.  

In spite of its limitations [39, 40], it is considered as suitable to be used when trying 

to relate information systems innovation and organizational contexts [39], which fits 

the scope of this research. In this context, an exploratory research based on a qualitative 

approach with case study was the selected method.  

The research was implemented within a global company that operates in the energy 

sector and has an operation in Portugal. The starting point to identify a company was 

the list of the five hundred (500) bigger companies in Portugal, published annually by 

Exame magazine, a magazine leader in the business sector. Within the list, the criteria 

applied to select the company were the high perceived process maturity level, the fact 

that has an operation in Portugal and its willingness to cooperate. 

The selected company operates in Portugal for one hundred and twelve (112) years 

in several areas such as energy, infrastructures and mobility. It is also an important hub 

for providing services to other companies and locations within the same business group 

through its shared services organization.  

Considering the existent body of knowledge and literature available in this area, it is 

possible to understand that business process management practices have been assuming 

particular importance in the shared services area. 

Shared services could be understood as the support functions from different depart-

ments that are consolidated into a specific organizational entity that aims to provide 

these services in an efficient and effective way. This services usually include areas such 

as human resources, finance and procurement [41, 42].  

Establishing a shared service organization has been an approach that many compa-

nies have been following in the past decades as a way to allow them to focus on its 

business, improve quality, reduce costs and develop new capabilities, among other ben-

efits [42].  

Considering the benefits of a high business process management maturity and busi-

ness process orientation, along with the expected benefits from implementing a shared 

services area, it is possible to identify similarities regarding efficiency, quality and con-

tinuous improvement which raises the importance of conducting this study within a 

shared service organization. 

 

 

3 Results  

3.1 BPM Maturity Analysis 

The assessment of the current BPM maturity level, based on the BPM OMG Maturity 

Model, allow to portrait the current situation of the organization regarding its process 

management practices. This can be used to identify constraints and improvement 
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initiatives that can be undertaken to ensure that the organization captures and incorpo-

rates the benefits of having a high process orientation.  

Each maturity level, except the first one, have a set of defined process areas in a total 

of thirty (30) process areas. The maturity level is achieved when the goals of the process 

areas are accomplished. Process areas can be related with four main cornerstones: or-

ganization, work unit, product & service offering and improvements [14].  

Based on the interview conducted with the process manager, as well as from the 

analysis of the documentation provided, it was possible to establish what was the level 

of fulfilment of each process area hence each maturity level. To do that, and due to the 

fact that a process area can only be considered as  accomplished if its specific goals are 

achieved [14], an analysis per specific goal was undertaken. For each specific goal, a 

score between 0 and 1 was attributed. The accomplishment level of each process area 

is given by the average of the scoring of each specific goal.  

Results suggest that the first three maturity levels – initial, managed and standardized 

– are achieved once each process area and its related specific goals are fulfilled.  

The fourth maturity level – predictable – is partially achieved with an accomplish-

ment level of 66%. This is mainly due to the fact that the quantitative management of 

the processes is still done in an incipient way without robust and statistically managed 

approaches to establish predictable results. In fact, the process area with lower score 

(0,33 out of 1,00) is the quantitative process management (QPM), followed by the quan-

titative product and service management (QPSM) (0,50 out of 1,00).  

The fifth and last maturity level – innovating – is also not completely achieved, with 

an accomplishment level of 82%. Although the organization has established several 

practices for innovation and continuous improvement, there is still a lack of understand-

ing of which are the direct quantitative impacts of each improvement implemented. 

These outcomes are comprehensible if we consider the results from the fourth maturity 

level where one of the least rated areas is associated with the lack of a quantitative 

management approach. 

Also, in spite of the quality management system in place that promotes a high pro-

cess management maturity, the focus on individual process performance and 

workgroup process performance is limited as there is no specific practices in place that 

address these components. This is reflected in the continuous capability improvement 

area (CCI) that has the lowest score on this maturity level (0,25 out of 1,00).   

As a conclusion, it is possible to state that the studied organization has a high BPM 

maturity level. As the model states that an organization can only achieve a maturity 

level if it meets the requirements associated with the previous maturity level [14], the 

maturity of the studied organization is established at level 4 – predictable.  

  

3.2 Process improvements and impacts 

The second area of the study is focused on understanding what improvements have 

been made on the organization’s processes, in the past years, and what were the results 

of those improvements, in a qualitative and, if possible, quantitative way. 
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Shared services organizations seek to provide cost savings, increased efficiency and 

the development of new capabilities in the environment they are established [42]. To 

leverage their ability to fulfil its goals, they have been heavily investing in information 

systems and technology such as enterprise resource planning (ERP), self-service portals 

and automation tools [41]. This has been one of the drivers of the organization, that has 

been investing on the digital transformation of the value chain including areas such as 

master data, customer order management, purchase to pay and cash management. This 

is aligned with the trends of the shared service organizations such as digital transfor-

mation and service automation as appointed by Lacity & Willcocks [41]. 

 

3.3 Characterizing the success of the organization 

The third component of the study aims to characterize the success of the organization. 

This was done according to the proposed model that is structured in five areas: (i) ful-

filment of mission, (ii) financial performance, (iii) market performance, (iv) internal 

performance, and (v) sustainability. 

 

Fulfilment of Mission. Fulfilment of mission is evaluated through the perception of 

the manager regarding to which extent is the mission of the organization being accom-

plished. This input was collected in the interview conducted to the process manager and 

the result is that it is confirmed that the organization is accomplishing the purpose for 

what it was created for. 

  

Financial performance. Although a shared service organization does not pursue 

higher profits but rather efficiency and optimization, this variable could not be disre-

garded from analysis.  

In spite of the fact that financial performance has not been improving, according to 

growth and profit metrics, the organization is stable from the financial point of view as 

it provides significant income every year. Profit rate is not very high but, if we consider 

that shared services organization do not pursue profit, these values are as expected.  

Two additional metrics for measuring financial performance were proposed in the 

model: return on equity and return on assets. However, this data was not possible to 

obtain from the organization. 

If we consider the specific context of the organization, an important metric arises: 

savings. As previously mentioned, a shared services organization pursues optimization 

which, in the end, might be reflected as savings. This metric has been evolving posi-

tively in the past years, demonstrating the focus on efficiency and optimization. 

 

Market performance. To asses this variable, two perspectives are appointed in the 

model: one related with competition and one related with customer satisfaction. 

The studied organization does not operate in an intensive competitive market as the 

shared service area provides business services to other organizations within the same 

business group. Therefore, market share is not a relevant metric in this context.  
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On the other hand, sales growth metric allows to understand how the organization 

has been evolving in terms of providing more or new services to its customers. Accord-

ing to the data provided, this has been evolving positively in the last years, which shows 

a positive trend regarding service provision to customers. 

Customer satisfaction is also a very important metric. The results show a high level 

of customer satisfaction throughout the time, with the lowest score of 8,59 out of 10 

achieved in 2017. The score has been consistently higher in the Portuguese organization 

when comparing to other locations that provide similar services. 

 

Internal Performance. The defined model to measure the success of the organization 

also considers the internal perspective concerning human capital, corporate culture and 

quality management practices. The first metric, turnover rate, was between 10% - 16% 

in the last three years. These values are aligned with the industry practices [43].  

The number of employees has been increasing in the past years, with special atten-

tion between 2018 and 2019 where a big increase was verified, along with the increase 

of the service volume 

Organizational culture was evaluated through the perception of manager regarding 

on how strong the culture is. The organization shows a well-established culture, with a 

set of principles, values and guidelines transmitted to the employees that ensure their 

implementation in their day-to-day work.  

Regarding quality, two metrics were analysed: the implementation of internal audits 

and the implementation of risk management procedures. Both are visible in the com-

pany.  

 

Sustainability. This component, along with the internal performance, allows to com-

plement the traditional perspective on the success of an organization, providing insights 

on how the company lives in an increasingly complex environment. 

The first indicator of sustainability is the longevity of the organization, meaning the 

number of years that it is performing its business. The studied organization has more 

than a decade in business and has been growing significantly during this period in terms 

of clients, employees and business model which shows its consolidation as a shared 

service organization.  

The second indicator refers to the capacity of the organization to give back to the 

community and is focused on the investment in corporate social responsibility initia-

tives. Corporate social responsibility has been an area of importance in the organization 

which can be seen by the investment done in the past years.  

The third indicator is related with the investment in R&D and self-innovation. Due 

to the specificity of the organization and its governance, it was not possible to obtain 

this information focused only in the shared services organization.  
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4 Discussion  

The results from the BPM maturity assessment allow to understand that the organiza-

tion has established itself on the maturity level 4, even though it had already accom-

plished some process areas from maturity level 5.  

Although the organization does not have implemented a BPM model, it is able to 

achieve a good BPM maturity level due to the existence of a high focus on quality 

management. In fact, through the analysis conducted, it is possible to conclude that the 

high level of BPM maturity is based on nine cornerstones: 

1. The existence of a solid and consolidated quality management system that was im-

plemented since the organization was established. The quality management system 

includes a systematic assessment and auditing process to ensure the compliance with 

the defined guidelines. The assessment provides a score that reflects the maturity of 

the quality management practices which allows organization to define and imple-

ment a roadmap, as well as to compare itself with other similar organizations within 

the same business group. To show the importance of this quality management system 

to executive management, one of the annual performance targets defined by the or-

ganization is the score achieved in these assessments.  

2. The implementation, within the scope of the quality management system, of several 

approaches and methodologies to identify and treat the non-conformances as well as 

to establish process improvement initiatives. In this context it is important to high-

light the 8D tool and FMEA (failure mode and effect analysis). 8D tool allows the 

organization to have a reactive response to non-conformances and issues that arise 

in their operation, allowing it to be registered, tracked, solved and communicated. 

FMEA analysis, on the other hand, allows the organization to have a proactive re-

sponse to potential risks, as well as to identify and implement improvement activities 

in the processes.  

3. The fact that processes and work instructions are documented and available in the 

organization, reflecting the work that needs to be conducted by each work unit ac-

cording to the requirements established in the internal service agreements (ISAs). 

4. The establishment of internal service agreements (ISAs) with the customers that re-

flect the requirements for the service, as well as the key performance indicators 

(KPIs) that represent the performance agreements. They are also an important in-

strument to conduct the capacity planning process to ensure the alignment between 

demand and resources. 

5. The application of a change request process that documents the changes that are re-

quested to a service, analyses them with the support from a business case and an 

impact analysis and implements them in a structured way, agreed by the relevant 

stakeholders. 

6. The definition of organizational targets, drilled down to the different organizational 

levels, from top management to individuals, through the performance management 

program, that promote the alignment of business activities and drives the implemen-

tation of improvement activities. 
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7. The promotion of an open error culture, where errors are accepted and treated with 

a positive approach, as well as a continuous improvement system, that promotes in-

novation, best practice sharing and the implementation of improvement measures. 

8. The recent transformation to an organization focused on end-to-end processes that 

promote coordination, alignment and synergies throughout the work units and or-

ganizational levels. 

9. The high technological maturity, once most of the processes are supported by infor-

mation systems and technology to promote efficiency and accountability.  

This is aligned with the findings from Feldbacher, Suppan, Schweiger, & Singer [44] 

that establish that service companies reach an high maturity level than manufacturer 

ones. Also, companies that are active in the IT sector were shown to have a higher 

maturity level than companies from other industries. 

The next steps to climb in the maturity ladder, according to the BPM OMG maturity 

model [14] are related with increasing the focus on managing the individual processes 

and workgroup processes in a more quantitative and statistically way, in order to 

achieve predictable results.  

The organization is aware of the steps to be done and has already started to imple-

ment tools to improve the maturity level as it recognizes that it will allow to increase 

efficiency, reduce costs and improve client satisfaction. This is aligned with the find-

ings from several authors that refer that organizations constantly seek to improve their 

maturity level as they believe greater maturity leads to greater performance [8, 10, 11].  

Organization is also conscious of the importance of technology as a catalyst to pro-

mote their process management maturity. Although the technology maturity can be per-

ceived as high, there is still a path to pursue towards a digital transformation of the 

operations. In this context, the organization has been highly investing in projects that 

focus on process automation, robotization and data analytics solutions.  

The projects already implemented in this context have been providing significant 

results in terms of improved productivity, end-to-end integration, increased data qual-

ity, manual effort reduction with impact in the occurrence of errors, cycle time reduc-

tion and increased customer satisfaction. It also allowed the organization to improve its 

monitoring activities, establishing a more robust and accountable continuous improve-

ment system, as well as to implement workforce upskilling programs. This was key to 

establish the organization as a successful shared service provider and is coherent with 

the appointed benefits of adopting a BPM approach.  

Looking to the dimensions defined to characterize the success of the organization, 

they can be impacted by some of the appointed benefits from a high BPM maturity.  

The main benefits from a high BPM maturity, leveraged by the usage of information 

systems and technology, that were identified through the study, can be grouped in six 

building blocks: (i) improve productivity; (ii) reduce costs; (iii) error and risk preven-

tion; (iv) upskilling; (v) high agility; and (vi) knowledge retention.  

According to the conducted literature review, a high BPM maturity allow to increase 

productivity and efficiency. If the organization improves productivity, this might lead 

to customer satisfaction, especially in a shared services organization where the custom-

ers pursue an increase in efficiency. Higher customer satisfaction will promote the 
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consolidation of the organization in the market as it will allow a growth of sales. It is 

also a driver of growth as higher customer satisfaction might lead to income increase.  

One of the impacts noted from a high BPM maturity is also cost reduction. This 

might influence several dimensions of the success of the organization. If we reduce 

costs, we are able to increase our net profit margin. On the other hand, as shared ser-

vices organizations aim to provide cost effectiveness to their customers, this will also 

impact the customer satisfaction, hence contributing to strengthen the market position 

and possible revenue increase. Although this relationship is not always possible to ver-

ify from the literature review, this was pointed as a consequence of the investment of 

the organization in several process improvement projects, especially due to the context 

it operates. 

Also, with cost reduction, organizations might have higher availability to invest in 

corporate social responsibility activities hence contributing to the sustainability com-

ponent of the success of an organization.   

Error and risk prevention are also appointed as impacts from a high BPM maturity. 

In fact, if the organization has a process-oriented culture in terms of people, processes 

and technology, it is more likely to have a proactive posture towards risk and potential 

errors. This directly impacts the quality of the delivered products and services hence 

influencing customer satisfaction in a positive way. Customer satisfaction, on the other 

hand, might lead to a stronger market position and revenue growth. Also, if the organ-

ization manages issues and risks properly, the negative impact of unwanted events 

might diminish, helping the organization deal with unexpected costs, hence impacting 

profit.  

Another appointed benefit relates with the upskilling of employees. With process 

improvements focused on automation, employees do not need to perform routine tasks 

on a regular basis, which allow them to conduct higher value activities. This might 

represent an increase in the available capacity that could allow organization to gather 

new customers and increase its revenue.  

Also, the available capacity could be shifted to conduct new tasks, more challenging 

and rewarding, that might lead to higher employee retention and commitment or even 

employee growth, hence lower turnover rate. Companies with less employee rotation 

have shown to have strengthen organizational cultures [45, 46] so it is possible to con-

sider that lower turnover rate impacts positively the organizational culture. Employee 

turnover, on the other hand, is shown to affect growth, profitability and customer satis-

faction [46]. 

High agility is also appointed as one of the benefits of a high BPM maturity has 

streamlined processes and less efforts on error detection and solving allow organiza-

tions to respond faster to customer needs. This improves customer satisfaction, 

strengthen market position, as well as increase potential income. 

Knowledge retention is also an important point when it comes to BPM maturity. 

With documented processes, requirements and changes, the organization is promoting 

its knowledge retention which leads to a strengthened organizational culture and em-

ployee retention. A lower turnover rate, on the other hand, has impacts related with 

growth, profitability and customer satisfaction. 
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Besides the direct relations between the BPM maturity benefits and the success of 

the organization, other relationships should be highlighted in a broader sense. Experi-

ence shows that an organization that is growing, that is profitable and that has a well-

established position in the market is likely to be sustainable and have greater longevity. 

This will impact the fulfilment of the mission as an organization, to accomplish the 

purpose for which was created, needs to have these four pillars well established and 

solid. These relationships are summarized in Figure 1. 

In fact, the benefits from a high BPM maturity influence, in a positive way, the key 

dimensions of growth, profitability, market position, customer satisfaction, human cap-

ital, organizational culture, quality & risk management and corporate social responsi-

bility that, on their turn, contribute to the longevity of the organization and, conse-

quently, to the fulfilment of its mission. On the other hand, the success of an organiza-

tion is something complex and cannot be explained only by the high BPM maturity as 

there are other variables, internal and externals, that influence the ability of an organi-

zation to be successful.  

 

 

Fig. 1. – Established relationships between BPM maturity and organizational success 
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5 Conclusion 

Business process management has been assuming greater importance in the past years, 

as organizations continuously seek to achieve greater efficiency and effectiveness to 

leverage its competitive advantage in an increasingly complex environment.  

The purpose of the study was to understand if there is a relationship between the 

level of business process management maturity and the success of an organization.  

The research started with a literature review to understand the key concepts related 

with business process management, business process management maturity and success 

of an organization.  

Once there are many BPM maturity models that can be applied to assess the BPM 

maturity level of the organizations, a selection of one model was done through an anal-

ysis of the existing BPM maturity models and its level of coverage of BPM core areas. 

Along with that, and based on the literature review, a conceptual model to measure the 

success of the organization was defined. 

These two inputs were the basis to conduct a qualitative research, implemented 

through a case study, grounded on in-depth interviews and documentation analysis, 

within a shared services organization of an international company who operates in Por-

tugal and has a high perceived process maturity level. The case study was structured in 

three areas: (i) assessment of the current BPM maturity level, based on the BPM OMG 

maturity model; (ii) process improvements and its impacts; and (iii) characterization of 

the success of the organization.  

The results from the BPM maturity assessment allow to understand that the organi-

zation has established itself on the maturity level 4, even though it already had fully 

accomplished some process areas from maturity level 5. Although the organization does 

not have implemented a BPM model, it is able to achieve a good BPM maturity level 

due to a strong focus on quality management and a high technological maturity.  

The organization is aware of the steps to be done to climb the maturity ladder as it 

recognizes that it will allow to increase efficiency, reduce costs and improve client sat-

isfaction. It is also conscious of the importance of technology as a catalyst to promote 

their process management maturity. In this context, the organization has been highly 

investing in projects that focus on process automation, robotization and data analytics 

solutions.  

The projects already implemented, have been providing significant results can be 

grouped in six building blocks: (i) improve productivity; (ii) reduce costs; (iii) error 

and risk prevention; (iv) upskilling; (v) high agility; and (vi) knowledge retention.  

This building blocks were shown to affect some dimensions of organizational suc-

cess such as customer satisfaction, net profit, turnover, innovation, quality & risk man-

agement, income growth, organizational culture, among others. Those dimensions are 

key to establish a good financial, market and internal performance, as well as to pro-

mote the sustainability of the organization allowing it to fulfil its mission.  

In this context, results suggest a positive relationship between the BPM maturity and 

the success of the organization, from a qualitative perspective. In fact, the research 

shows that an organization that has a high BPM maturity and has a high focus on pro-

cess improvement is able to incorporate several benefits that leverage its ability to be 
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more successful.  However, the success of an organization is something complex and 

cannot be explained only by the high BPM maturity as there are other variables, internal 

and externals, that influence the ability of an organization to be successful.  

Nevertheless, the research provides insights on how the relationship between process 

maturity and performance and success of an organization might be established which 

is important for the decision-making process of organizations when it comes to invest 

in BPM projects. 

5.1 Limitations of the study and recommendations for further research 

In spite of the fact that the research goals were achieved, there are some limitations of 

the study that should be pointed, along with some recommendations for future research.  

The research was conducted through a case study within a shared service organiza-

tion. Although this methodology provides deep insights on how organization has estab-

lished its BPM practices, it lacks on comparability with other organizations. A sugges-

tion for further research could be to expand the range of studied organizations. Other 

suggestion could be to study, with a quantitative approach, several organizations that 

operate in different business sectors allowing to collect statistical data that could cor-

roborate the assumption that higher maturity levels lead to greater success.  

The BPM maturity assessment itself also has some limitations to be pointed. The 

assessment was designed to ensure the willingness to participate from the organization 

and, therefore, was conducted up to the level of the specific goals within each process 

area and did not include the specific practices.  

The fact that the BPM assessment was done through in-depth interviews also pre-

sents a limitation. By collecting data through interviews, we are, in some extent, ex-

posed to the subjectivity of the answers from our interviewed. Although this risk was 

reduced by conducting a documentation analysis, some subjectivity might still exist.  

Regarding definition of success, the framework that was established was intended to 

be the most generic as possible, in order to be applied to different organizations regard-

less of their business and context. However, by doing this, some of the specificities of 

the organization might have been disregarded.   

Concerning the results of the study, two major limitations are ought to be appointed. 

First, the established relationship between BPM maturity and the success of the organ-

ization is qualitative and lacks quantitative data to corroborate the findings. Further-

more, it does not allow to establish the strength of the identified relationships. Future 

research should rely on establishing a quantitative relationship between these two di-

mensions in order to validate the achieved results. Second, the established relationships 

only consider the dimensions of success that were possible to analyse within the com-

pany. Additional measures related with efficiency and market position should be con-

sidered in further researches.  
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