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Abstract
Business process management has traditionally focused on time, cost, quality, and 
flexibility as goal dimensions, known as the Devil’s Quadrangle. In light of novel 
emerging factors such as employee values, environmental, social, and governance 
requirements, as well as conscious business models, this paper investigates whether 
the traditional four goal dimensions of the Devil’s Quadrangle remain suitable to-
day. Based on an extensive analysis of recent business process redesign projects 
published in case studies, we offer a timely assessment of the adequacy of the 
Devil’s Quadrangle in current times and suggest extensions to the concept, incor-
porating insights from a secondary study on robotic process automation. More spe-
cifically, we extend the Devil’s Quadrangle to the BPM Goal Hexagon by retaining 
time, quality, and flexibility, but refocusing cost to a more balanced economics 
dimension and adding a people dimension as well as an environment dimension. 
The BPM Goal Hexagon offers scholars and practitioners a timely tool to revisit the 
real-world relevance and sufficiency of their business process management project 
goals, methods, and tools.
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1  Introduction

As a recognized field in information systems, business process management (BPM) 
is considered a holistic management approach that helps align organizational pro-
cesses with organizational goals (Rosemann and vom Brocke 2015; Schmiedel et 
al. 2014). To this end, BPM can be understood as “a body of principles, methods, 
and tools to discover, analyze, redesign, implement, and monitor business processes” 
(Dumas et al. 2018, p. 28) whose “purpose is to make business process[es] perform 
better” (Dumas et al. 2018, p. 303). Making a process “perform better” and monitor-
ing performance relies heavily on understanding its specific goals (see e.g. Yan et al. 
2015; Dumas et al. 2023). For the better part of the last 30 years, in BPM, “better per-
formance” was commonly referred to as a quadrangle of measures relating to time, 
cost, quality, and flexibility, the so-called Devil’s Quadrangle (Dumas et al. 2018; 
Brand and van der Kolk 1995). While the discipline evolved in particular in terms of 
methods and technologies, it always focused strongly on these goal dimensions (van 
der Aalst et al. 2015).

However, novel factors like shifting employee values such as purpose at work, 
environmental, social, and governance (ESG) requirements, and concepts such as 
conscious business “have increased the pressure to create more than ‘transactional 
value’ from business processes” (Rosemann et al. 2023, p. 447). For organizations, 
this entails a shift in focus from automation- and efficiency-focused projects to proj-
ects also including aspects of social and ecological responsibility. Consequently, 
goal-setting in organizations has adapted accordingly (Muff 2024). For example, the 
Big Four accounting firms have reportedly employed BPM technology to relieve 
employees of peak loads rather than focusing on automation efficiency (Zhang et al. 
2023). This change in mindsets and impact creation, however, is not reflected in the 
Devil’s Quadrangle in its original form.

Except for selective investigations in the related phenomena of green BPM (e.g., 
Couckuyt and van Looy 2020; Seidel et al. 2012), or general concepts like the triple 
bottom line (see Elkington 1999; Jamali 2006; Norman and MacDonald 2004), the 
BPM discipline has not revisited the Devil’s Quadrangle in a structured manner. This 
is despite its considerable relevance to BPM project goal setting and the many tech-
nological and societal changes outlined above that have affected us in our working 
and private lives. An update of the Devil’s Quadrangle would not only enable orga-
nizations to include novel, relevant goal-setting dimensions in a structured manner, 
but it would also spur scientists to scrutinize the effects systematically and devise 
novel methods and techniques to guide successful BPM projects that consider the 
requirements of today’s goal-setting. After all, “[…] it is crucial that senior manag-
ers are clear what they mean by BPM and how they intend to use it” (Pritchard and 
Armistead 1999, p. 19).

That is, in light of organizations focusing less on building local, technical work-
flows and more on inter-organizational, socio-technical collaborations, we suppose 
that the classic four dimensions of time, cost, quality, and flexibility may be insuffi-
cient to capture the complexity and diversity of goals of today’s intertwined network 
of process stakeholders. In response, we conducted two studies. In a pre-study, we 
analyzed goal setting in robotic process automation (RPA) as a comparably novel 
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phenomenon in the BPM domain. In our main study, we analyzed 54 recent BPM 
redesign projects documented in scholarly literature to verify the Devil’s Quadrangle 
for BPM redesign projects or update it if deemed necessary. Based on this, we uncov-
ered novel goals pursued in current BPM initiatives. We verified the resulting BPM 
Goal Hexagon based on a structured literature review.

The following research questions guided our research:

	● RQ1: Which goals do organizations pursue in practice when (re)designing pro-
cesses, and how can they be systematized in goal dimensions?

	● RQ2: How can the results be conceptualized and operationalized to guide goal 
setting in future process (re)design projects?

Our results enable us to offer a timely assessment of the adequacy of the Devil’s 
Quadrangle in current times and to suggest extensions or changes to the concept. This 
benefits scholars and practitioners by revisiting their aims and actions’ real-world 
relevance and sufficiency, and offering them guidance for their BPM endeavors. We 
enable this by defining the dimensions from a practical perspective and providing 
examples for each dimension. 

Our paper is structured as follows: First, we present a theoretical background on 
BPM and goal setting. Second, we detail our method. Third, we present the findings 
by introducing the BPM Goal Hexagon. Fourth, we discuss our findings and their 
implications. We close with a brief summary.

2  Theoretical background

2.1  Business process management initiatives and redesign projects

BPM developed from optimizing the production of goods and the administration 
of organizations through workflows. It “consolidates how to best manage the (re-)
design of individual business processes and how to develop a foundational capabil-
ity in organizations catering for a variety of purposes and contexts” (vom Brocke 
and Rosemann 2015, p. xiii). Nowadays, BPM is considered an organizational man-
agement capability alongside other management disciplines (Niehaves et al. 2014; 
Dumas et al. 2018; Rosemann and vom Brocke 2015). This implies that BPM is not 
applied as a singular project but as a continuous activity that builds upon various 
organizational factors (Weske 2019; vom Brocke et al. 2014; Rosemann and vom 
Brocke 2015). That is, BPM as a discipline sets the methodological frame for BPM 
initiatives and singular projects, as it paves the ground for acquiring relevant organi-
zational capabilities necessary to succeed with redesign projects (Baiyere et al. 2020; 
van Looy et al. 2013).

Yet, individual process redesign projects remain at the core of any BPM-related 
initiative aimed at optimizing processes. Therefore, Dumas et al. (2018) differenti-
ate between (1) BPM as an organizational capability reflecting the managerial disci-
pline of BPM internalized by an organization and (2) singular BPM redesign projects 
reflecting the application of BPM methods for analyzing and (re)designing a particu-
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lar process. While projects must abide by the bylaws of the superordinate BPM effort 
and its vision, they are self-contained in defining their scope and expectations within 
those confines. Most importantly for our research, specific goals will be set and tried 
to achieve in any project to redesign business processes.

2.2  Goals and goal setting

Goals formalize well-considered desired outcomes that entities plan to achieve. Goals 
are defined by two attributes: content (the result being sought) and intensity (the com-
mitment to achieving a goal) (Locke and Latham 1990). Organizational goals reflect 
these on an individual, team, or organizational level, guiding a company’s action 
and measuring its performance (Mohr 1973). Therefore, organizational goals direct 
a company’s behavior by setting boundaries for further development (Kotlar et al. 
2018). As organizational goals are dynamic, these boundaries can vary depending 
on changes within a company’s internal and external context (Ansoff 2007). Orga-
nizational goals can be financial, like enhancing quality or reducing costs, or non-
financial, such as improving flexibility, control, or employee well-being (Kotlar et 
al. 2018).

Goal setting is a thoughtful activity that establishes a desired future state (Locke 
and Latham 1990). As numerous studies have shown, setting the right goals improves 
performance in four ways: they serve a directive function, they have an energizing 
function, affect persistence, and arouse problem-solving strategies (for an overview, 
see Locke and Latham 2002). Goal-setting rules and taxonomies enable a concerted 
and careful definition of goal systems, which may contain complementary and com-
peting goals in different dimensions.

2.3  Related work on goals in BPM

Today, textbook advice for goal setting in BPM redesign projects is mainly cen-
tered around the dimensions of time, cost, quality, and flexibility, building on the 
Devil’s Quadrangle originally proposed by Brand and van der Kolk (1995) as the 
“duivelsvierkant” and further popularized by Dumas et al. (2018). The idea of the 
quadrangle is that all of its goal dimensions are interrelated, meaning, “in general, 
improving upon one dimension may have a weakening effect on another” (Reijers 
and Liman Mansar 2005) as the area of the quadrangle remains the same (Brand and 
van der Kolk 1995). It helps to highlight trade-offs underlying redesign measures. 
At the time, Jansen-Vullers et al. (2007) found that the Devil’s Quadrangle was suit-
able for measuring workflow performance as it incorporates all relevant dimensions 
of all reviewed performance measurement systems. Subsequently, scholars applied 
the quadrangle for many purposes of process redesign for precisely these reasons: 
For example, Denner et al. (2018) describe the quadrangle as a suitable benchmark 
for the assessment of goals in the area of digitalization potential. Afflerbach et al. 
(2016) utilize the quadrangle’s dimensions to assess the effects of business process 
standardization.

As the four dimensions of the quadrangle originate from the more technical per-
spective of workflows, they mostly build on the performance dimensions of a pro-
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cess, reflecting predominantly an economic perspective on goals when setting up 
BPM redesign projects (Dumas et al. 2018). Therefore, these goals do not incorporate 
current societal developments towards increased sustainability, environmental goals, 
or the incorporation of social responsibility.

Individual research efforts have already dealt with individual aspects of these sub-
jects. However, a joint systematization and common vocabulary appear to be miss-
ing. For example, several publications explicitly deal with environmental aspects 
of BPM. Couckuyt and van Looy (2020) have systematically analyzed research on 
green BPM, resulting in green approaches for the phases of the BPM lifecycle. Fur-
ther, economic and ecological sustainability have been studied by Seidel et al. (2012). 
They already extended the Devil’s Quadrangle with the dimension of sustainability 
in the context of green BPM based on the perceived societal need to increase sus-
tainability in all matters. The social goals of BPM have been subject to research and 
academic discourse as well. Jamali (2006) discussed the importance of corporate 
learning and capability building for reaching goals posed by the triple bottom line. 
Vom Brocke et al. (2014) emphasized the importance of incorporating social aspects, 
along with methodological, strategic, and technological aspects, into a holistic under-
standing of BPM.

However, a current, overarching perspective of goals and goal dimensions for BPM 
redesign projects is missing, as existing considerations have neither been integrated 
nor translated into goal dimensions and specific goals of BPM redesign projects.

3  Method

To answer our research questions, we applied a research approach inspired by the 
circular approach of hermeneutics (Boell and Cecez-Kecmanovic 2014; Butler 
1998). Hermeneutics and the related methods describe the process of convergence 
of understanding through iterative engagement with specific issues (Gadamer 1975). 
Hermeneutics is used in various research settings in business and information sys-
tems engineering and has become a vital research stream within the discipline (van 
der Aalst et al. 2018). The use of hermeneutics has been proven in various research 
designs (e.g., Lee and Dennis 2012; Marx et al. 2023; Njenga and Brown 2012). 
These applications show the diversity of hermeneutic procedures. They do not repre-
sent a stringent methodology but rather a school of thought that can be operational-
ized differently for different purposes (Honderich 2005).

We operationalized hermeneutics in a two-phased, multi-method research 
approach. In the first phase (pre-study), we combined our interpretative hermeneutic 
approach with a structured literature search and grounded theory (Strauss and Corbin 
1997). In the second phase (main study), we conducted a qualitative meta-analysis 
of published case studies (Berente et al. 2019) and a structured literature search to 
validate our findings. Table 1 summarizes our methodology.
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3.1  Pre-study

In our pre-study (François et al. 2022), we focused on process redesign projects using 
RPA as a comparably novel technology in the domain of business process manage-
ment. RPA projects can be understood as a type of lightweight process redesign proj-
ect. Therefore, the goals of implementing RPA should relate to the goals of pursuing 
any general process redesign project. The focus on RPA allowed us to explore the 
feasibility of the research, eliminate initial unknowns, and provide initial insights 
into the analysis process (Venkatesh et al. 2013).

In this pre-study, we employed a systematic three-step approach to comprehen-
sively explore the goals pursued when using RPA. Our first step involved a thor-
ough literature review, following vom Brocke et al. (2015) and Webster and Watson 
(2002). We cast a broad net by using “robotic process automation” as the search term, 
and including multiple databases and outlets to cover the various aspects of the socio-
technical phenomenon of BPM. These included the AIS library, the Business Process 
Management Journal, and the BPM conference proceedings. We also searched the 
AIS senior scholar’s basket of journals to cover high-quality articles from the general 
information systems domain and SSRN to include the most current preprints. This 
process yielded 227 relevant articles, complemented by a backward search resulting 
in 26 articles. We found 118 articles relevant after screening and eliminating dupli-
cates and unrelated content. In the second step, we conducted ten semi-structured 
expert interviews (interviews 1–10), along with an additional six interviews (inter-
views 11–16) sourced from an openly accessible dataset base (Helm et al. 2021). 
Our approach to selecting interview participants adhered to the principles of pur-
poseful sampling to maximize the diversity and richness of data obtained (Palinkas 
et al. 2015). To ensure a comprehensive exploration of RPA goals, we meticulously 

Phase 1:
Pre-study on RPA

Phase 2:
Main study on process rede-
sign projects

Step 1: Literature search
Structured identification and ac-
quisition of 118 relevant articles 
on RPA
Step 2: Qualitative data collection
Collection of qualitative interview 
data from 16 interviews with do-
main experts on the topic of RPA
Step 3: Grounded-theory-based 
Data Analysis
Iterative analysis of literature and 
interview data, applying multi-
level axial coding of the data

Step 1: Identification of 
published reports of process 
redesign projects
Identification and acquisition 
of 54 case studies of process 
redesign projects
Step 2: Grounded-theory-
based qualitative meta-analysis
Iterative analysis of the pub-
lished case reports, applying 
multi-level axial coding
Step 3: Validation and 
Triangulation
Structured literature review to 
validate the findings of steps 
1 and 2.

Result: 28 distinct goals for 
using RPA organized in 5 goal 
dimensions

Result: 147 distinct goals, set 
by organizations for process 
redesign projects, further orga-
nized into 6 goal dimensions

Table 1  Applied two-phased 
research approach
 

1 3



The BPM Goal Hexagon: an update to the Devil’s Quadrangle

crafted our original interviewee cohort (interviews 1–10). This involved recruiting 
companies from various industry sectors and sizes, thus capturing a broad spectrum 
of organizational contexts.

In a third step, we synthesized our findings by extracting RPA goals from the 
literature and interviews. This involved rigorous analysis using open coding tech-
niques and multi-level axial coding (Strauss and Corbin 1997). We consolidated syn-
onymous objectives and distilled them into distinct dimensions. Here, we followed 
hermeneutics and continuously moved from specific texts to the general understand-
ing and back. The analysis resulted in 28 distinct goals for using RPA, which can 
be subsumed under five broader goal dimensions, in essence extending the Devil’s 
Quadrangle for the context of RPA (Dumas et al. 2018). The approach taken in the 
first study is described in more detail in (François et al. 2022).

Since this proved the feasibility and relevance of our approach, we started the 
main study, expanding our focus from RPA as one specific type of process redesign 
project to process redesign projects in general.

3.2  Main study

We build the main study around the question of which goals organizations pursue 
in practice when (re)designing business processes. Thereby, we focused on process 
redesign projects in general and did not limit ourselves to focus only on a single 
technology, such as traditional BPM systems or RPA. To uncover relevant goals, we 
applied a qualitative meta-analysis on 54 case studies of such projects (Berente et 
al. 2019). With our meta-analyses, we aim to reinterpret published data to synthe-
size new insights and information. These insights must not necessarily emerge from 
applying the same research lens or focus as the original study (Noblit and Hare 1997). 
We followed three steps to execute our qualitative meta-analysis. First, we collected 
published reports on process redesign projects from the BPM cases books volume 
one and two (vom Brocke et al. 2021; vom Brocke and Mendling 2018) as they report 
the state-of-the-art of BPM at the intersection of academia and practice. The books 
depict an unbiased, open, and quality-reviewed dataset that enables comparability, 
as the published case reports are generally described similarly in structure and rely 
on analog ontologies. Using the books also eases the translation between the cases 
(Noblit and Hare 1997) as all share common basal framework (vom Brocke and 
Mending 2018) and underlying ideas despite coming from diverse and rich settings.

Second, we manually reviewed all 54 cases and iteratively coded relevant sections 
and passages. More specifically, we performed open coding in line with grounded 
theory to uncover goals organizations pursue when conducting process redesign proj-
ects (Strauss and Corbin 1997). Three researchers coded the cases independently. Ten 
case studies were read and coded by three researchers to ensure coordination and a 
shared understanding of the key concepts and coding. After an agreement on the gen-
eral level of detail, the researchers individually coded the remaining cases.

After the initial coding, we performed axial coding on the goals (Paré et al. 
2015). All authors were involved in developing the axial codes. The final categories 
emerged from a rich and extensive discussion within the author team, which included 
the presentation of individual goals, iterative comparison with the developing list of 
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goals, cross-checking with the respective text passages, and finally, categorization in 
a hermeneutic fashion.

The dataset proved diverse yet consistent, confirming several of our pre-study 
aspirations for RPA in general BPM and extending them in a few areas. Consequently, 
we did not deem it necessary to extend the new dataset with additional case studies 
beyond the two book volumes we coded, as we experienced theoretical saturation and 
found our results to be well generalizable.

Instead, we returned to the scholarly BPM literature and, third, validated the 
developed goal dimensions via triangulation (Hayashi et al. 2019). For this purpose, 
we used the identified goal dimensions as starting points for a structured literature 
review. We conducted a search for each of the uncovered dimensions and their syn-
onyms and BPM (e.g., (“BPM” OR “Business Process Management”) AND (“Time” 
OR “Speed” OR “Duration” OR “Timeliness”)). We applied these search terms in 
several outlets. To cover the top management literature, we searched the journals 
listed in the FT50 journal list. Moreover, we searched four journals with a strong 
focus on BPM (i.e., Business & Information Systems Engineering (BISE), Business 
Process Management Journal (BPMJ), Information Systems (IS), and Process Sci-
ence (ProSci). To also incorporate recent developments, we searched the proceed-
ings of the International Conference on Business Process Management (BPM Conf). 
Table 2 gives an overview of the search terms and the initial hits received from each 
outlet.

For each search term, one author then manually reviewed the ten newest and the 
ten most-cited publications. We chose this approach to cover both the newest and 

Table 2  Literature search initial hits
(“BPM” OR “Business Process Management”) 
AND…

FT50 BISE BPMJ IS ProSci BPM 
Conf

SUM

… (“Time” OR “Speed” OR “Duration” OR 
“Timeliness”)

3 11 58 200 18 167 457

… (“Economic” OR “Monetary” OR “Money” 
OR “Cost” OR “Costs” OR “Revenue” OR 
“Profit” OR “Profits” OR “Yield”)

3 5 34 150 11 86 289

… (“Quality” OR “Excellence” OR “Preci-
sion” OR “Compliance” OR “Defect” OR 
“Defects” OR “Error” OR “Errors”)

4 11 52 219 17 169 472

… (“Flexibility” OR “Flexible” OR “Adapt-
ability” OR “Adaptable” OR “Agility” OR 
“Agile” OR “Responsiveness” OR “Respon-
sive” OR “Versatility” OR “Versatile” OR 
“Scalability” OR “Scalable”)

0 5 43 178 14 176 416

… (“People” OR “Empowerment” OR “Em-
power” OR “Participation” OR “Participate” 
OR “Human-friendly” OR “Human friendly” 
OR “Human-Centric” OR “Human Centric” 
OR “Social” OR “Benevolent” OR “Respon-
sible” OR “Responsibility”)

1 5 59 149 11 166 391

… (“Environment” OR “Sustainability” OR 
“Sustainable” OR “Green” OR “Eco-Friendly” 
OR “Eco Friendly” OR “Climate”)

0 5 56 199 3 156 419

SUM 11 42 302 1095 74 920 2444
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the most impactful publications in the field. Duplicates were excluded. This process 
resulted in the inclusion of 95 manuscripts. The manuscripts were then coded by one 
author who had previously worked on the cases, and were used to contextualize and 
discuss our findings. We validated the existence of all our identified dimensions in the 
scholarly literature. However, as we did not find any major new insights on specific 
goals in the additional literature, we believe we again experienced saturation.

4  The BPM goal hexagon

Our detailed coding found 147 distinct goals companies pursue when conducting pro-
cess redesign projects. Through axial coding, we generated six overarching dimen-
sions: time, economics, quality, flexibility, people, and environment. In addition, we 
found a zeitgeist effect in which organizations employ certain BPM methods or tech-
nologies as a goal in itself because they are trending. We created a definition for the 
six goal dimensions. See Table 3 for an overview. Table 4 provides an extract of our 
coding structure with goal dimensions, exemplary goals, and related quotes from the 
analyzed data. A complete list of the identified goals is provided in Appendix. In the 
following sections, we describe the respective goal dimensions, provide exemplary 
low-level goals, and give practical examples for each. We will also discuss the rela-
tionship of our six dimensions to other goal categories.

4.1  Time

The time dimension includes goals that focus on reducing the time needed to com-
plete processes or parts thereof. This can include the entire end-to-end process or 
specific elements of it (e.g., moving the moment of payment closer to the point of 
delivery; Pufahl et al. 2021). Such time-based goals can mean a traditional produc-
tion time reduction (e.g., Schönig et al. 2021) or automating paper-based processes 
(e.g., Marek et al. 2021). Reisert et al. (2018), for example, describe altering the 
research and development process to increase the speed of innovation, while Kuhn 
et al. (2021) describe process redesign projects that enable quicker access to critical 
resources (medical specialists and specific treatments). Pufahl et al. (2021) describe 
shortening the time between the delivery of agricultural goods and issuing the pay-
ment, decreasing the financial burden on farms.

The time dimension is included in the original quadrangle: Dumas et al. (2018) 
describe reducing the average or maximal cycle time, processing time (the time dur-
ing which resources are utilized), waiting time (e.g., waiting on input from another 
process), or variation in process times. We found similar goals in the cases and, thus, 
have verified the continuing importance of this dimension.

4.2  Economics

The economics dimension encompasses any uncovered goals that aim to directly 
reduce cost on the one hand or increase income and access new revenue streams on 
the other hand. Thus, we refer to economic goals, maximizing the output of a process 
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and/or minimizing the input. While the investigated cases often mention goals such 
as reducing cost (e.g., Gabryelczyk et al. 2021; Buijs et al. 2021) or understanding the 
reasons for high cost (Andrews et al. 2018b), other cases instead focus on generating 
value, such as generating value from technology (Marek et al. 2021). Further, some 
focus on a combination of the two, as seen in the goals of increasing productivity 
(e.g., Metzger et al. 2021; Bandara et al. 2021), increasing the return on investment 
(e.g., Vitharanage et al. 2021; Ludacka et al. 2021), or increasing efficiency to catch 
up with competitors (Alibabaei 2021). A motivation to aspire to economic goals can 
stem from organizational goals or from outside the organization. Buijs et al. (2021), 
for example, describe the need to increase productivity due to constant cost pressure. 
Kovačič et al. (2018) describe that the case company pursued the goal of maintain-

Goal dimension Definition
Time The time dimension encompasses all goals re-

lated to improving the overall process execu-
tion speed, e.g., cycle time, processing time, 
and waiting time (see Dumas et al. 2018).

Economics The economics dimension encompasses all 
goals that improve the overall financial per-
formance of the process(es), e.g., an increase 
in revenue or lowering cost and economically 
relevant resource usage.

Quality The quality dimension encompasses all goals 
that align with making a process fulfill or ex-
ceed the requirements of process stakeholders 
(ISO 9000:2015(en)). ‘Success’ in this dimen-
sion is, therefore, dependent on the extent to 
which a stakeholder feels that both the process 
and the resulting end product are of high qual-
ity. Examples include improving quality to 
meet or exceed competitors’ standards or the 
general reduction of errors in the process.

Flexibility The flexibility dimension encompasses all 
goals related to increasing the ability to react 
to changes (Dumas et al. 2018) in the organi-
zation’s environment, the wishes of process 
participants, or customers. Examples include 
the ability to flexibly scale processes up and 
down or react to resource shortages.

People The people dimension encompasses any goals 
that benefit the general well-being of humans 
and society in general, extending from process 
participants and process customers to the gen-
eral public. Examples include the reduction 
of psychological stress endured by employees 
or the improvement of social inclusiveness in 
service processes.

Environment The environment dimension encompasses 
goals related to reducing the negative impact 
an organization and its operation have on the 
environment or creating a positive impact. 
Examples include the reduction of pollution or 
the reduction of resource depletion.

Table 3  Goal dimensions and 
their definitions
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Table 4  Data structure derived through open and axial coding
Goal Dimension Goal (examples) Quote (examples)
Time Increasing pro-

cess speed
“Its purchase department spent a lot of time entering incom-
ing purchase order confirmations from its vendors into its SAP 
system. This process had to be automated with the most suitable 
technology to make it more time- and cost-efficient.” (Schindl-
beck and Kleinschmidt 2018)

Reducing stop 
times

“Based on these issues, the project’s goals were (i) to increase 
operators’ productivity in terms of reduced stop times and 
increased production speed, […]” (Schönig et al. 2021)

Economics Adding value to 
services

“However, as the project progressed, the objectives evolved from 
the automation of forms to adding value to services, reducing 
risk, and improving overall quality and the user’s experience.” 
(Vitharanage et al. 2021)

Reducing cost “Pension funds and their customers, the participants in the funds, 
face the problems of reduced pension value, so there is ongoing 
pressure to lower execution costs to minimize these reductions 
while at the same time increasing customer satisfaction” (Buijs 
et al. 2021)

Quality Standardizing 
processes

“The goal of the new BPM policy was to increase effectiveness 
and efficiency across all of the company’s business processes 
while standardizing them and aligning them with its goals.” 
(Woliński and Bala 2018)

Reducing process 
failure cases

“Quality is a key factor for the company, and its goal of “zero 
defects” can be achieved only through advanced planning and 
the consistent implementation of all necessary measures to be 
described later on in the paper.” (Blasini et al. 2018)

Flexibility Dealing more 
flexibly with 
customer 
requirements

“Our approach combines automatically executed business com-
pliance rules with process redesign to provide the flexibility that 
is essential for insurance processes.” (Kim et al. 2018)

Staying suc-
cessful during 
changing market 
conditions

“To master this situation and act in accordance with its motto, 
‘Smart solutions, wise management,’ the System Group decided 
to strengthen and improve its business processes, which can 
influence operations, services, and performance, by implement-
ing BPM in such a way as to increase customer satisfaction and 
the organization’s agility and continue its success in the market.” 
(Alibabaei 2021)

People Improving 
employee 
satisfaction

“In addition to the economic component, the company sought to 
strengthen employee satisfaction by fitting jobs and work activi-
ties for the future through digitization and all aspects of work 
4.0.” (Ludacka et al. 2021)

Removing un-
pleasant process 
steps

“To retrieve the amount of excess [(unemployment)] support 
from a customer is difficult, time-consuming, and, often unsuc-
cessful — not to mention upsetting for the customer, who may 
not have the necessary funds, given his or her joblessness.” 
(Dees et al. 2021)

Environment Increase (envi-
ronmental) safety 
and compliance

“The petroleum industry is characterized by increased focus 
[sic] on safety and compliance with regulations, in addition to 
efficient operations.” (Krogstie et al. 2018)

Reducing energy 
demand

“The project seeks to manage building projects with sustainable 
processes where (1) the evolution of KPIs related to energy de-
mand and consumption can be optimized throughout the building 
project and (2) the impact of decisions made in this regard can 
be tracked between the parties involved.” (Fernández et al. 2021)
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ing a competitive advantage through BPM, in essence, trying to keep up with mar-
ket pressure. As an example of internal motivation, van Looy and Rotthier (2018) 
describe the goal of increasing the return on digital investments. They achieve this by 
using BPM methods to reuse these assets within several business processes.

The original Devil’s Quadrangle included cost instead of economics. Nevertheless, 
Dumas et al. (2018) already then stated: “While we refer to cost here, it would also 
have been possible to put the emphasis on turnover, yield, or revenue. […]. However, 
process redesign is more often associated with reducing cost.” (Dumas et al. 2018, 
p. 60). As an example, Dumas et al. (2018) describe the goals of reducing fixed and 
variable costs through activity-based costing of infrastructure and maintenance cost 
and measuring operational cost per execution, such as labor cost or (software) service 
cost. We did not find this same intense focus on cost in the case reports we analyzed. 
While many cases focused on reducing cost, others similarly focused on overarching 
yield goals (see above). Therefore, we argue to broaden the understanding of this 
dimension to include the more proactive and innovation-oriented aspects of econom-
ics instead of solely focusing on the rather negative perspective of reducing cost.

4.3  Quality

In the quality dimension, we subsume goals that aim to meet or exceed process 
stakeholders’ expectations. The goals associated with specific process improvements 
ideally stem from the organization’s overall goals. These organizational goals could 
include, for example, providing customers with the best possible service (Bandara et 
al. 2021; Bolboli et al. 2021), enhancing patient care in a hospital setting (Bandara et 
al. 2018), “offer an ‘A-star’ experience” (Viaene and van den Bergh 2018), or simply 
by reducing errors and rework cycles. The expectations associated with processes 
can stem from internal stakeholders (such as management or employees) or external 
stakeholders (like customers, governments, or associated organizations) (Cee et al. 
2021; Marek et al. 2021).

Building on this, the quality dimension also relates to documenting and prescrib-
ing specific ways of doing things. This can, for example, refer to quality management 
certifications (e.g., Krogstie et al. 2018; Bandara et al. 2021) or using BPM to align 
staff members with the company’s vision and strategy of seeking high quality (Viaene 
and van den Bergh 2018).

This dimension is included in the original Devil’s Quadrangle as well. Dumas et 
al. (2018) argue that it is often measured using metrics such as churn rate or net pro-
moter score. These cover the external satisfaction with the process and the product 
(i.e., the result of the process). Internal quality relates to process quality as perceived 
by internal participants (e.g., the level of variation). Both internal and external pro-
cess quality relate to the extent to which a stakeholder feels that the process and the 
end product are of high quality. As such, the quality dimension does not include the 
effects of the process on stakeholders or the broader environment. We cover these 
aspects in the people and environment dimensions.
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4.4  Flexibility

Flexibility encompasses goals along the capability to change and adapt processes 
according to varying environmental conditions or changing organizational goals. The 
flexibility of business processes is recognized as an important factor in organizational 
success (e.g., Beverungen et al. 2021; Baiyere et al. 2020).

In the examined cases, flexibility-related goals were often used as a means to 
obtain or maintain a competitive advantage in changing market conditions (e.g., 
Czarnecki 2018; Vitharanage et al. 2021), to enable innovation in processes (Bol-
boli et al. 2021), or to flexibly react to resource shortages (e.g., Canjels et al. 2021). 
Kim et al. (2018) use compliance rules to standardize processes while allowing for 
flexibility in knowledge-intensive processes. Duelli et al. (2018) investigate the flex-
ibility requirements of business processes to design adequately flexible information 
systems. Czarnecki (2018) describes a rigid organization starting process redesign 
projects to adapt to changed market conditions and customer expectations.

In their original introduction of the flexibility dimension, Dumas et al. (2018) 
defined flexibility as the “extent to which the performance of a process is main-
tained under changing or abnormal conditions, for example, when a works engineer 
resigns suddenly or when a supplier goes bankrupt” (Dumas et al. 2018, p. 17). They 
distinguish run-time and build-time flexibility and cite metrics such as the ability 
to execute varying types of tasks, varying workloads, and changing rulesets. Fur-
ther, we found that organizations employ flexibility goals that enable them to scale 
process capacity according to organizational decisions, give degrees of freedom to 
knowledge-intensive processes, or allow for bottom-up process innovation.

4.5  People

People goals consider the impact of processes on individuals’ well-being both in the 
direct vicinity of the process and in the larger social context. This includes the well-
being of internal or external process participants and the effects experienced by peo-
ple and groups not directly involved or affected by the process. Kuhn et al. (2021); 
Andrews et al. (2018a) describe using process redesign projects to provide better 
medical procedures for citizens. Dees et al. (2021) describe how suboptimal process 
design in social services can not only lead to paying out too many unemployment 
benefits—burdening taxpayers—but also endangering the recipient’s welfare due to 
chargebacks. Similarly, Pufahl et al. (2021) describe introducing distributed ledger 
technology to build trust among business process participants and give security to 
farmers in case a payment falls through. Moreover, technologies can automate pro-
cesses, relieve workers of boring and unattractive tasks, and thus increase employee 
satisfaction (François et al. 2022). An interviewee stated that they used RPA so that 
a worker would not have to manually skim obituaries in the newspaper to identify 
deceased customers, as this was emotionally draining (Interviewee 10 from François 
et al. 20221). As another example, Alves et al. (2018) describe using BPM to engrain 

1  The quote was not included in the original publication due to length restrictions: “At one bank, there 
was a situation where an employee had to check the death notices every morning and then close people’s 
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ethical values in financial audit processes to increase the public’s trust in these pro-
cesses, improving the perceived dependability regarding these services.

Usually, the organizations in the cases link success in this dimension with 
employee satisfaction (e.g., Marek et al. 2021; Geiger et al. 2021; Buijs et al. 2021). 
Other relevant factors, such as perceived stress (Andrews et al. 2018a) or adherence 
to ethical considerations (Alves et al. 2018)—while important—are more challeng-
ing to quantify and describe.

Even though, according to Dumas et al. (2018), the quality dimension somewhat 
accounts for the well-being of direct process participants such as employees and cus-
tomers, organizations nowadays also motivate process redesign projects with consid-
erations from a broader sociological standpoint. This can include other (voluntary or 
involuntary) direct process participants (e.g., state pension recipients as in Buijs et al. 
2021) or even society at large (e.g., digitalization of public services as in van Looy 
and Rotthier 2018). Given the importance of this topic in current times, as well as 
the understanding that “pulling” the people vertex of the hexagon could reduce the 
external quality of the process, we consider the people dimension distinct from the 
overall quality of the process.

The distinctness of people goals can, for example, be seen in the case by Dees et 
al. (2021). Here, an artificial intelligence (AI) system was developed that identifies 
the unemployment benefit claimants who most likely made an error in filling out 
the benefit form. Only when the AI suspected errors were present were the cases 
manually checked. This was considered “the approach least likely to irritate or over-
communicate with customers who were unlikely to make errors.” (Dees et al. 2021). 
The aim to not irritate customers stands in direct competition with the quality dimen-
sion; a strict focus on quality would demand a process identifying and correcting all 
faulty claims. Another example of conflict between the people and quality dimen-
sion is relieving employees in customer service of grinding tasks: Removing these 
tasks will benefit the people dimension (i.e., employee satisfaction) but may reduce 
the perceived quality of the process, for example, if customer service tasks become 
self-service.

4.6  Environment

Lastly, we identified the goal dimension environment. This dimension includes all 
goals aiming to reduce the ecological impact of individual processes. It was previ-
ously covered in the literature stream of green BPM, which develops approaches 
using BPM to reduce CO2 emissions and the subsequent harmful effects on the envi-
ronment (e.g., Couckuyt and van Looy 2020; Ghose et al. 2010; Seidel et al. 2012). 
For example, Fernández et al. (2021), describe using process redesign projects to 
lower the overall energy consumption. Sometimes, these goals are also motivated by 
cost-saving goals (and, as such, goals from the economics dimension). Meanwhile, 
Krogstie et al. (2018) describe the use of process redesign projects to improve safety 
in the oil industry and thus reducing the chance of environmental hazards through, for 

accounts. There was no worthwhile business case for this [altering the process], but it had to be automated 
out of humanity.”
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example, oil spills. Rau et al. (2018) describe the use of an adapted process manage-
ment software to improve the process of compensating for environmental damages.

Similar to the people dimension, this dimension was not discussed in the original 
Devil’s Quadrangle. Yet, Seidel et al. (2012) already proposed a variant of it as the 
emergent dimension of sustainability, which has remained relevant since. By itself, it 
provides a distinct dimension of BPM redesign goals that genuinely competes with 
the other goal dimensions. Prior research has often used the umbrella term sustain-
ability to cover this goal. However, this view of sustainability encompasses more 
than environmental sustainability. It also includes economic and social sustainability 
(Elkington 1999; Norman and MacDonald 2004), aspects that are covered in the 
economics and people dimension. While Seidel et al. (2012) have not formulated 
concrete metrics for their novel dimension, we consider, for example, fixed and vari-
able CO2 emissions, energy consumption, water use, and waste reduction as suit-
able metrics. Further process-related metrics can be derived from indices such as the 
Environmental Performance Index (see Wolf et al. 2022).

5  Discussion and future research agenda

5.1  The BPM goal hexagon and its implications

Our research was motivated by the observation that the majority of contemporary 
BPM research builds upon the Devil’s Quadrangle when discussing the goals of pro-
cess redesign projects. This is in stark contrast to the changes in organizational strate-
gies as prominently emphasized in ESG reporting or the discussions around a triple 
bottom line (i.e., people, planet, profit) of organizations (Elkington 1999). Naturally, 
the goals pursued in BPM projects must affect the methods designed to achieve them 
(Schmiedel et al. 2020; Fischer et al. 2020a), and an understanding of the goals pur-
sued is necessary as a context for understanding processes (Segatto et al. 2013). As 
such, we set out to identify and systemize the goals organizations pursue when rede-
signing processes today.

To this end, we conducted a two-phase research project and identified and system-
atized 147 distinct goals into six goal categories: time, economics, quality, flexibility, 
people, and environment. Based on our systematization of the six goal dimensions, 
we propose to update the Devil’s Quadrangle to a BPM Goal Hexagon (see Fig. 1), 
which serves as a conceptualization to guide goal setting in contemporary process 
redesign projects.

Our BPM Goal Hexagon differs from the Devil’s Quadrangle in two important 
aspects with implications for research and practice: It includes two additional dimen-
sions, and it has reconceptualized cost as economics to remove the negative notion 
of cost reduction and instead put an emphasis on economic gains achieved through 
BPM as an additional dimension.

First, in an evolution from the Devil’s Quadrangle, we reconceptualized the cost 
dimension. While the original literature focused chiefly on cost (Brand and van der 
Kolk 1995; Dumas et al. 2018), our insights suggest that organizations have already 
extended this notion and rather pursue economic goals in general. The dimension of 
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economics naturally contains cost-related goals but extends them with an explicit 
focus on goals related to the top-line, that is, increasing returns or income. As such, it 
is appropriate to take a positive perspective on the economic dimension rather than a 
negatively connotated stance and focus only on cutting costs.

Second, our study showed that organizations, in fact, pursue process redesign 
projects not only to optimize costs, quality, time, or flexibility but also to achieve 
goals regarding people and environment and broader economic goals. This focus on 
aspects of social and environmental sustainability is comparably new and not broadly 
covered in BPM research (Nurkasanah and van Looy 2026; Djurica et al. 2026). Elk-
ington (1999) argued for the conscious analysis of the social and environmental goals 
next to pure profit goals. In 2004, the United Nations published a report, “who cares 
wins,” which called for incorporating environmental, social, and governance factors 
when creating stock market analyses. Similarly, in the information systems domain, 
Sarker et al. (2019) analyzed articles published in MIS Quarterly and Information 
Systems Research between 2000 and 2016. They noted that while “the majority of the 
reviewed studies (91%) have focused exclusively on instrumental goals”, for exam-
ple, efficiency or productivity, and subsequently called for more research that also 
accounts for the humanistic outcomes, such as the well-being of people. Similarly, 
Potoczek et al. (2026, p. 61) found that 3,09% of studied organizations implemented 
ESG practices. Benevolent business processes (Rosemann et al. 2023) are a first 
attempt to conceptualize this growing aspiration. This focus on profit orientation, in 
contrast to more humanistic goals, was already noted by Nordsieck (1955). With the 

Fig. 1  The BPM goal hexagon with exemplary and conflicting goals
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growing importance of social and environmental sustainability on the one hand and 
the empirical observation that organizations pursue related targets with their process 
redesign projects, it is not only timely but also relevant to include the dimensions of 
people and environment into the BPM Goal Hexagon.

This further distinction may leave the particular question: When is a goal a people 
goal and when is a goal a quality goal? While we think that this will be intuitively 
clear for most cases, assigning goals to these dimensions can depend on the context, 
for example, in terms of the organizational culture. We encourage companies to not 
only consider objectifiable factors as quality, and the more relative perception of 
people as people, but also make the distinction based on the intent of improving the 
product or service itself, or making it more enjoyable or humane for the participants.

Due to the increased multiplicity of goal dimensions, their relationship has become 
more complex. However, we believe that, as a conceptualization, the rationale of 
the original Devil’s Quadrangle is still true. It suggests that improving a process in 
one dimension may well weaken the process in another (or all others). Dumas et al. 
(2018) described this vexing relationship as: “If you were to move one vertex of the 
quadrangle, it may set another one in motion in an undesirable direction.” One classic 
example is that an organization could hire more employees to speed up the process 
(time dimension). This would, however, result in extra costs and, as such, reduce the 
financial performance (economics dimension).

As an extension, we propose that the relationship between the dimensions is more 
complex. While some goals in one dimension hurt the performance in another, other 
goals can have a positive influence on other dimensions as a windfall effect. Auto-
mating a process for economic gains can also help alleviate the need for employees to 
perform tedious steps or reduce process execution time. Goals can be complementary 
or conflicting, depending on the measures of the specific process improvement proj-
ect. This entails that goal dimensions are not strictly mutually exclusive, as process 
improvement projects can pursue goals from multiple dimensions simultaneously or 
even benefit from windfall effects in other dimensions while mainly pursuing a spe-
cific goal. However, as with the existing conceptualization of the Devil’s Quadrangle, 
the increase in those dimensions may entail a reduction in all other dimensions to the 
extent that—obviously—not all dimensions can be maximized at the same time. For 
example, organizations might aim to achieve improved economics and time in their 
processes while reducing environmental impact as a windfall effect at the expense of 
the people, quality, and flexibility dimensions.

Building on this, practitioners need to take a broader viewpoint from the more 
technical considerations of the original Devil’s Quadrangle towards a socio-technical 
view and consider the entire BPM Goal Hexagon: When planning any process rede-
sign project, the impact of changes along the six goal dimensions and their complex 
relationship must be taken into consideration.

Further, scholars need to account for the multitude of goals uncovered when con-
ducting both design-oriented and behavioral BPM research. With regard to design-
oriented research, the suitability of existing process improvement methods and 
heuristics regarding the additional and changed goal dimensions need to be evalu-
ated. When designing new BPM methods (or improving existing ones), it is no lon-
ger enough to cater to the technical perspective of the Devil’s Quadrangle. From 
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a behavioral perspective, insights and theories become necessary that advance our 
understanding of how organizations use BPM regarding all goal dimensions.

Lastly, in addition to the six goal dimensions, we noticed a zeitgeist effect, where 
companies would sometimes conduct process redesign projects since they deem pro-
cess redesign itself, or the methods and technologies used, as trending and want to 
dabble with them. Zeitgeist is not a proper goal in itself, but it motivates organiza-
tions to conduct corresponding projects and can even be an enabler for digitalization 
(Vitzethum et al. 2024) and contribute to a learning strategy if managed properly 
(Fischer et al. 2020b). For example, in the case described by Czarnecki (2018), “[t]
he project began with the vague objective of improving how business processes are 
managed and executed. At this early stage, the concrete scope and objectives were 
not defined yet” (Czarnecki 2018, p. 61). In a similar approach, Gabryelczyk et al. 
(2021) describe that in their project, the entire BPM lifecycle was to be implemented 
as an end in itself. We found similar effects in the pre-study, where RPA was intro-
duced as a “hot” technology without any additional motivation apart from using the 
technology (François et al. 2022). This effect appears similar to the bandwagon effect 
(Rohlfs 2003; Rikkers 2002), where people or organizations will follow new, trend-
ing technologies or methods. In this light, the zeitgeist effect does not constitute a 
goal in the sense of goal-setting. Instead, it is an effect related to non-rational deci-
sion-making behavior.

5.2  Future research agenda

During the evaluation of the cases and subsequent analysis of the scientific literature, 
several potential areas for future research emerged. In the following, we outline them 
as a research agenda. Table 5 provides an overview of the areas and associated topics.

Interrelation between goals  The Devil’s Quadrangle (Dumas et al. 2018) stresses an 
adverse relationship between goals. Here, focusing on improving one goal dimension 
takes away from one or more other dimensions. However, in multiple case studies, 
we saw organizations achieve improvements in one major goal dimension and addi-
tional improvements in other goal dimensions as windfall profit (see e.g. Schönig 

Area Topic
Goal relations Interrelation between goals

Prioritization of goals
Deriving BPM objectives from 
corporate objectives

Goals in BPM Goals of BPM at the project, pro-
gram, and enterprise capability level
Goals of individual actors
BPM goals and methods

Goal operationalization Operationalizing goals
Measuring goal operationalization

Goals over time Goal drift
BPM goal proliferation

Zeitgeist Zeitgeist

Table 5  Research agenda 
overview
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et al. 2021; Gabryelczyk et al. 2021). This behavior was also included in the BPM 
literature (see, e.g., Chandrasiri et al. 2026; Rosemann et al. 2023). Future research 
should, therefore, be conducted on which goals negatively impact one another (goal 
competition), which do not affect one another (goal neutrality), and which are sup-
portive of one another (goal complementarity). Future research should also uncover 
how these interrelations can be harnessed or, if negative, mitigated.

Prioritization of goals  As already noted by Dumas et al. (2018), organizations often 
simultaneously follow multiple goals in BPM initiatives. As the goals pursued may 
positively or negatively influence each other, future research should examine how 
the prioritization of one goal over another can affect the overall outcomes of BPM 
initiatives. Future research should also uncover which goals are commonly ranked 
as more important in specific settings, to better understand BPM initiatives in their 
context and aid those goals.

Deriving BPM objectives from corporate objectives  As the goals for conducting BPM 
initiatives have shifted, we may need to revisit the question of strategic alignment for 
BPM. Research should examine how this shift is motivated by a change in the organi-
zation’s overall goals. Furthermore, research should shed light on how organizational 
goals can more directly influence the goals in BPM programs and individual projects.

Goals of BPM at the project, program, and enterprise capability levels  Another area 
for future research is the interaction among goals pursued at these levels. Future 
research should uncover which goals influence organizations’ building (or neglect-
ing) BPM capabilities. Future research should also find out how the goals of indi-
vidual BPM projects change when they are transitioned into a company-wide BPM 
effort.

Goals of individual actors  In addition, further research should be carried out on 
how specific goals of process participants (see e.g. Yan et al. 2015) interact with the 
uncovered organizational goals. Kern et al. (2024) describe that individual actors are 
often concerned with “operational processes, strongly emphasizing values such as 
freedom, human health, and justice,” while they found the organisational perspective 
to be more aligned with the classic BPM goals. The alignment or misalignment of 
organizational and individual BPM goals could lead to unexpected outcomes in BPM 
projects.

BPM goals and methods  Schmiedel et al. (2020) have pointed out that using BPM 
methods without properly understanding their purpose and the goals they support 
can hinder their performance. Future research should therefore examine which BPM 
methods and technologies support or hinder which goals. Dumas et al. (2018) describe 
process redesign heuristics and respective process mining techniques for each of the 
Devil’s Quadrangle’s dimensions. Future research should therefore focus on tech-
niques that support the new goal dimensions. In addition, future research should be 
done to ensure the existing BPM methods are aligned with all organizational BPM 
goals.
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Operationalizing goals  In line with the last point, future research should identify 
how specific characteristics of BPM initiatives and projects, as well as BPM meth-
ods, aid or hamper the operationalization of specific goals in the BPM project. This 
can help practitioners to conduct BPM more successfully.

Measuring goal operationalization  The shift of goal priorities and emergence of new 
goal dimensions, as well as the positive and negative interrelations, lead to the ques-
tion of how the operationalization of goals can be meaningfully measured across all 
affected business processes. While research and practice have found measures for 
a variety of goals from the classic goal dimensions, goals for the new dimensions 
remain underdeveloped (Potoczek et al. 2026).

Goal drift  Research should also find out how goals undergo change as BPM initia-
tives or individual projects mature. Some cases (e.g., Czarnecki 2018; Gabryelczyk et 
al. 2021) hinted that the goals they pursued drifted during the course of a BPM proj-
ect. This seems to be the case when BPM projects do not lead to the expected results, 
but instead yield other (similarly desirable) outcomes. Similarly, the importance of 
individual goals could change over time. Future research should therefore find the 
reasons for this shift in goals and for the failure to meet the original goals. Moreover, 
research should evaluate whether this shift in goals is a beneficial behavior. Again, 
insights into how goal drift can be averted (or accelerated) are needed as well.

BPM goal proliferation  In addition to goal drift, the goals pursued may also change 
when additional goals are added by stakeholders (e.g., upper management). Future 
research should uncover which consequences such a “goal feature creep” can have on 
BPM success and how a more complete set of goals can be determined at the onset 
of BPM projects.

Zeitgeist  Future research should further evaluate the observed zeitgeist effect in 
BPM. Studies should uncover in more detail when and why organizations incorporate 
“hot and trendy” technologies into their business processes, not because of traditional 
rational goals, but for the sake of following the pack. It should also be uncovered 
under which circumstances such behavior can lead to beneficial outcomes.

5.3  Limitations

While we have conducted our research carefully using multiple sources of insights, 
we are still limited as we only focus on process redesign projects. We acknowledge 
that understanding BPM as an organizational capability means that it is more than 
just a collection of single projects—it is a continuous way of overseeing how work is 
performed in organizations. As such, it is conceivable that BPM as an organizational 
capability may have goals that differ from the BPM Goal Hexagon presented—an 
aspect we consciously excluded from our study. In addition, we acknowledge that 
using cases published in the book series could limit our findings (e.g., through selec-
tion bias). However, we believe the editors have carefully selected the cases, and 
focusing on interesting case outcomes does not skew the view of the goals that ini-
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tially drove the companies to pursue BPM initiatives, especially since some cases 
did not meet their initial goals. Finally, we used a limited set of BPM publications 
to validate our overall findings. Since we experienced saturation before and after the 
structured literature review, and used both the newest and most cited research, we 
believe this to be somewhat mitigated.

6  Conclusion

In this research, we set out to identify and systemize goals organizations pursue when 
conducting process redesign projects and thereby confirm or revise the state-of-the-
art. Through a multi-phase and multi-method study, we were able to identify and 
conceptualize the six distinct goal dimensions of time, economics, quality, flexibility, 
people, and environment, which in parts reconfirmed but also extended the Devil’s 
Quadrangle for business process management project goal conceptualization. Based 
on these dimensions, we proposed the BPM Goal Hexagon and discussed the mul-
tifaceted and complex relationship of the different goal dimensions. The BPM Goal 
Hexagon can inform both BPM practice and research. In research, it serves as a new 
and extended framework that broadens the horizon of its users and can both guide the 
development of BPM methods and the analysis of BPM practices in organizations. In 
practice, it serves as a means to set goals more consciously and meticulously discuss 
the impact of process redesign projects beyond technical consideration.

Appendix: List of identified goals and associated dimensions

The following table contains a coding tree of the 147 distinct goals we identified 
in our research. During coding, we added higher-level (meta) goals not explicitly 
mentioned in the BPM cases. They emerged from thematically grouping other goals. 
These goals are not numbered and are marked in a grey background and uppercase 
lettering. The table contains goals for traditional BPM as well as RPA.

# Goals of 
BPM

Economics Time Flexibility Quality People Environment Zeit-
geist

Increase Economics
1 Optimiza-

tion
x x x x x x

2 Improve/
continue 
market 
success

x

3 Maintain/
improve 
competi-
tiveness

x
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# Goals of 
BPM

Economics Time Flexibility Quality People Environment Zeit-
geist

4 Increase 
effective-
ness/
efficiency

x

5 Increase 
productiv-
ity

x

6 Improve 
ROI

x

8 Aid au-
tomation 
and IT 
imple-
mentation

x x x

9 Ensure 
operation 
outside of 
business 
hours

x x

10 Iden-
tify au-
tomation 
candidates

x

11 Increase 
reuse of 
digital 
invest-
ments

x x

12 Reduce 
cost

x

13 Stick to a 
planned 
budget

x

14 Head-
count 
reduction

x

15 Counter 
rising 
resource 
cost

x

16 Lower 
costs to 
conduct 
and main-
tain IT 
projects

x

Understand Cost/Revenue Streams
17 Identify 

reasons 
for high 
cost

x
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# Goals of 
BPM

Economics Time Flexibility Quality People Environment Zeit-
geist

18 Under-
stand 
process 
cost

x

19 Prove rea-
sonable 
and cost-
effective 
spending

x x

Increase Value
20 Ensure 

that 
business 
processes 
deliver 
maximum 
value

x x

21 Focus 
on value 
creation

x

22 Focus on 
value-
added 
activities

x

23 Add 
value to 
services

x x

24 Support 
imple-
menta-
tion of 
processes

x

25 Reduce 
risk

x x

26 Notice 
emerging 
risks

x x

27 Improve 
public 
image

x

28 Build 
trust

x x

29 Achieve 
buy-in 
from 
higher 
authorities

x

30 Be seen as 
a market 
leader

x

31 Improve 
time

x

Reduce Process Execution Time
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# Goals of 
BPM

Economics Time Flexibility Quality People Environment Zeit-
geist

32 Find the 
reasons 
for delay 
and long 
runtime

x

33 Lead time 
reduction

x

34 Reduce 
execution 
times

x

35 increase 
produc-
tion speed

x

36 Reduce 
delays/
waiting 
time

x

37 Faster 
case 
decisions

x x

38 Get the 
payment 
closer 
to the 
point of 
delivery

x x

39 Parallel-
ization

x

40 Time-
effective-
ness

x

41 Deal 
with high 
transac-
tion 
volume

x x

42 Time-
efficiency

x

43 Reduce 
admin-
istrative 
work

x x

44 Reduce 
redun-
dancy

x x

45 Improve 
flexibility

x

46 Identify 
flexibility 
potentials

x
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# Goals of 
BPM

Economics Time Flexibility Quality People Environment Zeit-
geist

47 Infor-
mation 
system 
flexibility

x

48 Business 
process 
flexibility

x

49 Flexibility 
at runtime

x

50 Handle 
rapidly 
changing 
environ-
ments

x

51 Deal with 
globaliza-
tion

x

52 Increase 
agility

x

53 Handle 
agile 
processes

x

54 Improve 
quality

x

Improve Internal Quality
55 Improve 

usability
x x

56 Improve 
data 
integration

x

57 Improve 
Busi-
ness/IT 
alignment

x

58 Avoid 
shadow 
IT

x

59 Improve 
customer/
user 
experience

x

60 Offer an 
‘A-star’ 
experience

x

61 Improve 
patient 
care

x x

62 Reduce 
customer 
churn

x x
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# Goals of 
BPM

Economics Time Flexibility Quality People Environment Zeit-
geist

63 Increase 
customer 
satisfac-
tion

x

64 Reduce 
customer 
churn

x x

65 Fulfill 
custom-
ers’ 
desire for 
certified 
processes

x x

66 Improve 
custom-
ers’ access 
to service

x

67 Increase 
innovation

x x x x x x x

68 Trigger 
the devel-
opment 
of new 
products

x x

69 Increase 
process 
maturity

x

Improve BPM
70 Improve 

the 
process 
design, 
imple-
menta-
tion, and 
monitor-
ing phase

x

71 Improve 
processes 
and their 
manage-
ment

x

72 Have the 
full BPM 
life cycle 
imple-
mented

x

Improve Process Quality
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# Goals of 
BPM

Economics Time Flexibility Quality People Environment Zeit-
geist

73 Clarify/
improve/
document 
decision-
making 
processes

x x

74 Introduce 
best 
practices

x

75 Increase 
security

x x

76 Develop 
process 
blueprints

x

77 Align 
processes 
and staff 
with the 
com-
pany’s 
vision and 
strategy

x

78 Imple-
ment/
improve 
gover-
nance

x

79 Reduce 
process 
failure 
cases

x x x

80 Prevent 
problems 
before 
they arise

x x

81 Product/
service 
quality

x

82 Customer-
orienta-
tion

x

83 Simplify 
process

x x

84 Enable/
improve 
process 
mining

x

85 Ensure 
consistent 
positive 
process 
outcomes

x
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# Goals of 
BPM

Economics Time Flexibility Quality People Environment Zeit-
geist

86 Increase 
standard-
ization

x

87 Ensure 
employ-
ees stick 
to formal 
processes

x

88 Reduce 
process 
variants

x

89 Clarify/
document 
processes

x

90 Ensure 
consensus 
about 
process 
concepts 
and 
procedures

x

91 Norm 
proce-
dures 
across 
partners 
to enable 
collabora-
tion

x

92 Improve 
process 
control

x

Measure and Manage Quality
93 Enhance 

process 
transpar-
ency

x

94 Imple-
ment/
influence 
perfor-
mance 
measures

x

95 Improve 
project 
manage-
ment

x

96 Foster 
process 
analysis

x
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# Goals of 
BPM

Economics Time Flexibility Quality People Environment Zeit-
geist

97 Improve 
under-
stand-
ability

x x

98 Improve 
traceabil-
ity

x

99 Identify 
causes of 
issues

x x

100 Find the 
reasons 
for 
variation

x x

101 Increase 
quality of 
process 
models

x

102 Improve 
process 
innovation

x x x x x x

104 Ensure 
compli-
ance

x

105 Ensure 
regularly 
compli-
ance

x

106 Keep and 
maintain 
certifica-
tions 
(e.g., ISO 
9001)

x

Improve External Quality
Satisfy and Keep Customers

107 Better un-
derstand 
customers

x

108 Improve 
healthcare 
provision

x x

109 Reduce 
the 
financial 
burden on 
customers

x

110 Improve 
customer 
value

x x

111 Customer 
inclusion 
in BPM

x x
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# Goals of 
BPM

Economics Time Flexibility Quality People Environment Zeit-
geist

Build Process Mindset and Capabilities
112 Build 

process 
awareness

x x

113 Process 
centricity

x x

114 Strength-
en culture

x x

115 Change 
mindsets

x x

116 Define 
responsi-
bilities

x x

117 Aid 
knowl-
edge 
manage-
ment and 
protect 
knowledge

x x x x

118 Make pro-
cess data 
accessible 
for non-
experts

x

119 Train-
ing of 
employees

x x

120 Develop 
capabili-
ties

x

People
121 Stake-

holder 
identifica-
tion

x x

122 Improve 
internal 
people 
benefits

x

Networks and Communication
123 Increase 

communi-
cation and 
coordina-
tion

x x

124 Reduce 
silos and 
foster 
network-
ing

x x x
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# Goals of 
BPM

Economics Time Flexibility Quality People Environment Zeit-
geist

125 Reduce 
unnec-
essary 
meetings

x x

126 Reduce 
inquiries 
by phone

x x

Employee Wellbeing
127 Reduce 

the 
number 
of boring, 
difficult or 
unattract-
ive tasks

x

128 Reduce 
stress

x

129 Increase 
work 
safety

x

130 Empow-
erment of 
employees

x

131 Enhance 
staff 
support

x

132 Improve 
employee 
satisfac-
tion

x

133 Improve 
onboard-
ing

x x

134 Improve 
horizon-
tal and 
vertical 
coopera-
tion and 
communi-
cation

x x x

135 People-
centric 
organi-
zational 
change

x
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# Goals of 
BPM

Economics Time Flexibility Quality People Environment Zeit-
geist

136 Let busi-
ness users 
decide 
which 
tasks 
aid their 
business 
goals

x x

137 Make 
workers 
feel in-
volved in 
processes

x

138 Increase 
employee 
engage-
ment

x

139 Mitigate 
open 
positions/
missing 
workers

x x

140 Mitigate 
the impact 
of demo-
graphic 
change

x x

Environment
141 Assess 

sustain-
ability

x

142 Manage 
compen-
sation 
obligations

x

143 Reduce 
resource 
consump-
tion/
waste

x x

Zeitgeist
144 Mod-

ernize 
processes

x

145 “Better” 
manage-
ment of 
business 
processes

x
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# Goals of 
BPM

Economics Time Flexibility Quality People Environment Zeit-
geist

146 Use tech-
nology 
because 
it is a 
“trend”

x

147 Improve 
“some-
thing”

x
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