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Abstract — The main aim of this research in progress is to
develop an initial taxonomy of motivations underlying BPM
(Business Process Management) adoption in organizations. This
initial study is based on the analysis of 75 customer cases and
success stories published on-line by BPM system vendors and
BPM  consulting companies. We used the mixed
conceptual/empirical approach to taxonomy development
basing the empirical analysis on descriptive data-coding canon.
As the result of our research we present an initial taxonomy of
the motivations for the adoption and use of BPM that consists of
three dimensions: the organizational scope of a BPM initiative
(enterprise-wide, process-focused or task oriented); presence (or
not) of the information technology component; and, the
importance of external versus internal drivers motivating a
BPM initiative. Proposed initial taxonomy will be developed in
further research and will serve to link the motivation to change
with the expected benefits of BPM adoption.

I. INTRODUCTION

A ny organization making a decision about the adoption of
Business Process Management (BPM) is guided by their
specific motivations. These motivations are understood as the
main reasons why organizations take BPM initiatives as a set
of arguments used to support a decision concerning BPM
implementation. The motivations behind the justification of
organizational change are an indispensable element of every
business case [1]. It is these motivations that most often
reflect the benefits of BPM adoption [2]. In this study, the
term “motivation” is related to its goals and expected benefits
being the starting point for the decision to adopt BPM.

Although research generally confirms that individual
motivations of employees are translated into the performance
of the entire organization [3-5], studies on motivations for
BPM adoption are virtually non-existent.

For the purpose of better understanding, analysis and use
in future studies, motivations should be organized and
classified by groups. In this study, we plan to develop an
initial taxonomy of motivations which, according to the
literature, can serve as a form of classification and as “a
fundamental mechanism for organizing knowledge” [6, pp.
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11-12]. Taxonomies help to arrange concepts, to perceive the
relations between concepts and to draw conclusions from
them. Taxonomies also reduce complexity, which is why they
are useful and important for both research and management
practice [6, 7].

In our study, we will use the methodology for taxonomy
development proposed by Nickerson et al. [6] that is
established in the field of Information Systems. However, it
will be the first time applied in BPM research.

To develop an initial taxonomy of BPM motivations, we
will use secondary data from BPM case studies and success
stories published on-line. We believe that the identification
and initial taxonomy of BPM motivational factors will bring
a new and original contribution not only to BPM research but
also to the practice of the planning of BPM adoptions.

This paper will be organized as follows: firstly, the research
background will be presented, including theories underlying
BPM as well as short discussions from the literature on the
benefits of BPM. This theoretical background will be
followed by the explanation of the research methodology used
to create a taxonomy. The research results obtained will then
be presented specifically as an initial taxonomy. Finally, the
contribution and limitations of the study will be assessed and
the direction of future research proposed.

II.RESEARCH BACKGROUND

Theories underlying BPM motivations

Theories and frameworks used for explaining BPM can
help identify potential motivations and related goals to
achieve through the use of BPM. Starting from the roots of
process-based management concepts, we can point out two
main perspectives in looking at BPM and the expected
outcomes of its adoption: the organizational perspective and
the technological perspective. For the organizational
perspective, research and practice were focused on using
process thinking during the design and improvement of an
organization [8-10]. The technological perspective was



660

addressed by using process-based concepts and tools to
support the design and implementation of IT systems [11, 12].

An integrated and interdisciplinary BPM framework was
proposed by [13, 14], who indicated six core BPM elements
required for the holistic and sustainable use of process
management. These include strategic alignment, governance,
methods, information technology, people and culture. Further
studies on BPM also began to emphasize the importance of
the contextual and environmental factors for BPM adoption
[15, 16]. As the BPM concept became more established, the
list of potential expected benefits of BPM adoption expended.
Motivational factors could also be driven by customers,
suppliers, competitors and legal pressures exerted on
organizations [16, 17].

To explain BPM phenomena in an organization, the BPM
literature indicates mostly theories, which we also present in
this study as the main theories underlying BPM adoption and
enhancing understanding of BPM motivations [18, 19].

The technology-task fit theory is mainly used in the field of
Information Systems and explains the relationship between
processes and technology. According to this theory, benefits
from the implementation and use of IT systems in
organizations can be gained if the information system fits the
tasks that need to be performed [20]. This theory can explain
motivational factors related to the use of technology. The
dynamic capabilities theory refers to the purposeful
adaptation of organizational resources and competencies in
the continual improvement process to respond better to a
changing environment [21]. The contingency theory points to
the situational fit between the method of organizing and
managing and the environment in which the organization
operates [22, pp. 96-100]. Thus, the contingency theory
explains the aspect of environmental motivations which are
forced by the external environment.

To enhance the understanding of BPM phenomena the
theories referred to above should be synthesized [19, 23]. This
integrated approach can serve as a common platform for
developing a comprehensive theory explaining BPM.

Motivations as benefits drivers

The adoption of any new approach or organizational
change like BPM is an effort for an organization. This effort
must be justified by the expected benefits that should result
from the investment of its effort. Therefore, studying factors
that motivate organizational change, including BPM
adoption, should consider the analysis of the perceived
organizational benefits of the implemented change [2, 24, 25].

We propose to discuss the connection between the set of
motivations and goals and the set of outcomes and benefits.
We understand the term “benefit” as the desirable and
measurable outcome of BPM implementation, where
outcomes are “the goals a company realized”. We understand
the goals as “something a company desires to achieve” [24],
whereas motivations are primary reasons that inspire an
organization to adopt BPM. The connecting elements
between the two aforementioned sets are planned activities.
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We can formulate the following chain of connections that
explain why an organization's motivations should be studied:
Motivations — Goals — Activities - Outcomes — Benefits

The study of Malinova et al. [24] explains an important
relationship between the goals articulated for a BPM initiative
and its actual outcomes and benefits. The vehicle that delivers
outcomes inspired by the goals is a set of activities that a
company undertakes within the scope of a BPM initiative.

The expectation of benefits may encourage decision
makers to give support to a BPM initiative in their
organization and would shape their expectations as to what
can be achieved with it. On the basis of these expectations,
combined with their assessment of current organizational
needs, the goals of a BPM initiative are formulated.
Depending on the general goal of a BPM initiative a different
approach to its realization could be taken - a more centralized,
top-down approach focused on managing few processes at the
time, or, a decentralized approach with multiple distributed
initiatives relying more on a dynamic organizational social
system. We can, therefore, conclude that knowledge of the
initial motivations of BPM will contribute to the success of
the undertaking initiative.

III. METHODOLOGY

On-line cases collection and coding

In order to collect data for our analysis we searched for
published on-line BPM cases and success stories using the
following search strings:

e Search string I (“Business Process Management” OR
“BPM” AND “case study”)

e Search string II (“Business Process Management” OR
“BPM” AND “success story”)

The collected cases were used as secondary data [26]. As
this study is preliminary, we limited the number of stories by
choosing recurring websites in both search strings and
diversified them by choosing three websites of BPM suites
vendors and three websites of BPM consulting companies. In
total, 75 BPM case studies were used to propose an initial
taxonomy. Due to the fact that proposed taxonomy can be
further developed and we do not present the results of
quantitative research, we believe that this sample is sufficient
to present the study in progress.

In the first step of the analysis, in each case, we identified
excerpts that offered reasons why the organization decided to
adopt BPM. We identified 271 individual items of motivation
which were subsequently coded based on descriptive data-
coding canon [27]. We used NVivo software to support the
coding process and analysis of qualitative data.

Taxonomy development process

We applied the methodology for taxonomy development
by Nickerson et al. [6] and according to this study, we
determined the meta-characteristic of motivations as the most
comprehensive, based on theories underlying BPM adoption.
We used three main characteristics as the basis: motivation
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driven by an organization, by technology, and by the
environment. The further development of taxonomy,
therefore, be based on this conceptual pillar.

Due to the current lack of useful classifications of BPM
motivation in the literature, we elected to use the mixed
conceptual/empirical approach to taxonomy development [6].
We employed an empirical approach using coding canon to
row data i.e., descriptions of motivations identified in each
case. Subsequently, we coded and classified similar data
under the same category using a deductive method of
conceptualizing of data.

We made every effort to meet the qualitative conditions for
taxonomy, which should be concise, robust, comprehensive,
extendible, and explanatory [6]. However, the number of
dimensions and the number of motivations can be extended in
future research, so our preliminary taxonomy may be less than
comprehensive.

IV. RESULTS

According to the used methodology [6], we identified three
main dimensions to develop this initial taxonomy of BPM
motivations. Based on BPM knowledge, we proposed
characteristics for each dimension.

Analyzing the BPM literature on objectives, outcomes and
the overall benefits of BPM, we noticed that they are
formulated at different organizational levels. At the ‘macro’
level of the organization they refer to the overall
effectiveness, strategy, organizational structures, methods of
allocation and utilization of resources, etc. At the level of

processes, the goals and outcomes often refer to one or few
more processes or the phases of the process life cycle, such as
process design, analysis, redesign, implementation,
monitoring and controlling [24]. Occasionally, the
formulation of goals and expected benefits is focused on even
more specific elements such as work positions and relate to
tasks. A good example of such a situation may be the
formulation of goals for the recently popular Robotic Process
Automation applications where outcomes are expected at task
or process levels [28]. Although it is obvious that all achieved
results translate into the effectiveness of the entire
organization [9], focusing the motivation either on the entire
organization or process, or task will indicate the scope and
complexity of planned organizational changes. For this
reason, we decided to highlight the scope characteristics and
three levels of impact within the '‘Organization’ dimension.

When planning the second dimension, 'Technology', we
took into account the long-term relationship of the applied
process approach with the implementation and use of
information technology, which was also highlighted by us in
the background of this study. We have, therefore, decided to
examine to what extent the motivations for adopting BPM are
inspired by technology.

In the third dimension, ‘Environment’, our intention was to
check whether it is the internal or external environment that
motivates decisions regarding BPM adoption more often. The
internal environment is shaped mainly by the organization’s
owners, the board of directors, employees and organizational
culture. However, BPM initiatives may also be triggered by

TABLE L.
INITIAL TAXONOMY OF BPM MOTIVATIONS

Motivations related to the scope of the BPM
initiative in an Organization

Motivations related to the
use of Technology

Motivations driven by
Environment

Motivations
driven at
the process
level

Motivations

driven at the

organizations
level

Examples of coded motivations

Motivations
driven at the
task level

External
environment
driven
motivations

Internal
environment
driven
motivations

Non techno-
logical
motivations

Techno-
logical
motivations

Clarify roles and responsibilities
Improve governance mechanisms

Comply with new regulatory
requirements
Capture organizational knowledge

Respond to customer requirements

Improve collaboration in an
organization
Eliminate process errors

Reduce process costs

Improve financial performance X

Improve process efficiency X
Reduce manual tasks

Automate tasks

Implement new IT system X

Improve data and information X
quality
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pressure from the external environment such as customers,
suppliers or changes in regulations [23].

Table I presents the initial taxonomy of BPM adoption. In
the first column we present the examples of encoded
motivations from our study in order to show that, following
the used methodology, at least one motivation is classified
under every characteristic of every dimension. Such a
taxonomy, according to qualitative attributes, is extensible
and explanatory [6]. Therefore, can be extended in future
studies.

V.CONCLUDING REMARKS, LIMITATIONS AND FUTURE
RESEARCH

It seems obvious that organizations are motivated to adopt
BPM by the desire to achieve expected benefits. However, the
primary motivations for this adoption remained unexplored
until the results of this study were presented. Our research is
the first attempt to identify and categorize the initial reasons
that grounded the decision on the adoption of BPM. Our
research contributes to the theory by offering the firs
methodologically developed taxonomy of BPM motivation.

We believe that our research will contribute to inspiring
organizations and dispelling their possible doubts about the
benefits of adopting BPM.

We also acknowledge some limitations of our study.
Firstly, it might be the case that success stories published on
vendors’ websites tend to describe cases with only positive
effects of BPM application. Secondly, the investigated cases
described the effects of various process initiatives without
distinguishing between one-time improvement projects and
initiatives that are a part of a systematic approach to BPM
adoption that could enable ongoing process-based
management of an organization. Motivations for these types
of projects may have different dynamics.

In future studies, we plan to extend the sample of success
stories. Based on classified motivations, we intend to develop
motivation patterns that will include groups of motivating
factors and organization characteristics. Finally, we plan to
investigate how the various types of motivations impact the
future success or failure of BPM initiatives.
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