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ABSTRACT:

This thesis has examined the critical success factors that best contribute to success in
Finnish public-sector strategic projects. The basis for the study is that success in public
projects cannot be solely evaluated through time, cost and scope. In addition to produc-
ing short- term results (time, cost, and scope), public projects are expected to create
long-term value, support organizational strategic objectives, utilize public resources ef-
fectively and provide added-value for society as a whole. As such, the study will apply a
six-criterion model for evaluating project success including: efficiency, effectiveness, rel-
evance, sustainability, value-for-money and broader societal impacts. In terms of meth-
odology, the research has been completed in two phases. The first phase involved con-
ducting a systematic literature review in order to identify the most commonly cited crit-
ical success factors from previous studies on public projects; governance; procurement;
risks; sustainability etc. A preliminary framework consisting of five major domains was
then constructed: Governance & Leadership; Procurement; Risk & Front-End Planning;
Digital & Data Governance; Sustainability & Lifecycle Value. In the second phase, a qual-
itative web-based survey was used to gather information from professionals who have
worked in the Finnish public sector. The survey resulted in the completion of four web-
form surveys, which were analysed using thematic content analysis. Findings indicate
that success in Finnish public-sector strategic projects is dependent upon having a com-
bination of several interrelated elements rather than relying on a singular element. Most
importantly, they included: effective governance/governance and clear active govern-
ance; effective front-end definition/preparation; procurement capabilities that go be-
yond low-cost/lowest price criteria; capable personnel/people and communications;
consideration of lifecycle value/sustainability during project development. Findings also
indicated that these factors are influenced by the specific nature of the Finnish public
sector's regulatory environment. Specifically, legislative requirements/procedural
rules/transparency requirements and limited flexibility once key decisions have been
made all impact how project development occurs in the public sector. In conclusion,
multi-criteria success in Finnish public-sector strategic projects appears to occur when
projects are well-defined at their outset, actively managed throughout the project life
cycle, supported by skilled individuals and teams, and acquired through procurement
processes that consider both long-term value creation and compliance with relevant reg-
ulations. Overall, the primary contribution of this thesis is to present a revised Finland-
specific framework of critical success factors for strategic public-sector projects that



incorporates practitioner experience/evidence from academic literature. Practical rec-
ommendations for enhancing the planning/delivery of strategic public-sector projects
within Finland are presented.

KEYWORDS: public-sector projects, project success, critical success factors, procurement,
governance, Finland
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Introduction

Strategic Projects of the Public Sector in Finland are one of the essential means to
implement long-term political objectives within fields of action as transport, digital-
ization, climate policy and social services. Due to their size, complexity and political
visibility, Strategic Projects of the Public Sector in Finland mostly take place in a
strictly regulated area that is influenced by EU procurement regulations and national
law, among other things, the Act on the Openness of Government Activities
(621/1999), the Language Act (423/2003), the Act on Information Management in
Public Administration (906/2019) and the Act on Public Procurement and Concession
Contracts (1397/2016). These Laws determine transparency, data management and
the obligation to provide information about the process of creating Strategic Projects
of the Public Sector in Finland. The enforcement of accountability and equal treat-
ment support the implementation of successful Strategic Projects of the Public Sec-
tor in Finland, however, these laws limit the freedom of decision-making in the area

of governance and the design of procurement processes.

The Standardized Contractual Frameworks further specify how risks, responsibilities
and the performance of Strategic Projects of the Public Sector in Finland will be han-
dled. In Finland, the General Terms of Public Procurement (JYSE 2014 Supplies and
Services) and the General Terms and Conditions of Public IT Procurement (JIT 2025)
are very often used in public contracts. They determine the distribution of risks, the
monitoring of performance and the remedies in many Strategic Projects of the Public
Sector in Finland, particularly in the field of IT and Service Procurement (General
terms of public procurement in supply contracts, 2022; Ministry of Finance, 2025).
Furthermore, the Finnish Competition and Consumer Authority monitors compli-
ance with competition law and public procurement law and thereby strengthens the
integrity of the procurement process, however, it also increases the consequences

of any errors made during the process (OECD, 2024).



Under these conditions, Strategic Projects of the Public Sector in Finland are ex-
pected to create not only the intended outputs, but also a greater public value, while
being closely monitored and supervised by the laws and institutions of the Public

Sector in Finland.

Policy papers published in Finland emphasize that public procurement is not just a
managerial procedure but a strategic management tool. The Ministry of Finance de-
fines "strategic management of procurement" as all measures taken at the organiza-
tional level that help contracting authorities to achieve their strategic objectives
when using external resources and relying on the supplier market (Ministry of Fi-
nance & Association of Finnish Local and Regional Authorities, 2023). Strategic man-
agement of procurement is seen as crucial to the effectiveness, sustainability and
responsibility of how public funds are used (Ministry of Finance & Association of
Finnish Local and Regional Authorities, 2023). Monitoring reports show that con-
tracting authorities in Finland publish thousands of notices on purchases exceeding
the thresholds and contracts awarded each year, and that the number of publications
has been rising over time (Ministry of Economic Affairs and Employment, 2021; Min-
istry of Economic Affairs and Employment, 2018). Taken together, these findings
highlight that strategic projects procured through the Public Sector in Finland repre-
sent a significant portion of the activities undertaken by the Public Sector in Finland

and the use of public funds.

Time and again it has been shown in public sector projects and public private part-
nerships that “success” means so much more than only on time, within budget and
meeting all specifications. Evaluations carried out after the implementation of public
projects mostly define success according to several criteria. Alain de Janvry (2013)
lists no less than six: efficiency, effectiveness, relevance, sustainability, value for
money, and positive additional impacts on society (Du et al., 2023; Volden & Welde,

2022). In addition to this broadened understanding of what success is, ex post
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evaluations recommend evaluating public projects from a broader perspective by
looking at other stakeholders besides sponsors (financially). Nevertheless, there is a
rich section of the empirical evidence from which Critical Success Factors (CSFs) have
been inferred, the CSF literature is still essentially fragmented with various lists of
factors in relation to governance, procurement processes, management of risk and
sustainability issues. Studies on the effectiveness of Public Private Partnerships (PPP)
Implementation, the Cost Management of Public Housing and Risk Modelling on PPP
have identified many factors related to the success of such projects. For instance, a
sound allocation of risk; efficient public sponsors; contractors involved early on in
the process; transparency in the governance arrangements. Nevertheless, the most
literature was found not to provide researchers or practitioners with a singular clear

framework detailing key success factors.

The literature on Public Procurement as Sustainable and Circular has gained another
perspective on the subject. Strategic procurement capability, cooperative govern-
ance, and lifecycle-based procurement can create long term value for public procur-
ers and their suppliers, literature suggests. Studies conducted both abroad and in
Finland have shown that public agencies can transform innovation and sustainability
through procurement criteria, dialogue and new contractual forms. According to
these studies, although the procurers can use procurement policies to create long
term value, they also highlight some of the practical barriers to doing so. A lack of

capability, incentives and follow up are examples.

Finally, research concerning patent registrations has shown that the emergence of
new technological opportunities can alter existing systems of public values within
the public sector (Dansyon et al., 2023). The authors further noted that an examina-

tion of emerging technologies requires especial attention to values.

Finland's governance, procurement, and regulation interface has poorly specified

CSFs, which is contrary to the growing literature that talks about CSFs of strategic
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projects in the public sector. Finland was able to achieve high ambitions in the case
of examples of sustainable procurement, circular contracts and smart city innovation
contests. Furthermore, this was possible when their governance arrangements, pro-
curement strategies and capabilities were aligned. The lessons learned however are
dispersed and not compiled into a Finland-specific framework (Pihlajamaa &
Merisalo, 2021; Ministry of Economic Affairs and Employment, 2021). Moreover,
comparative research on public values in digitalization PPPs calls for more context-
sensitive research that takes account of national legal and administrative traditions
(Breaugh et al., 2025). Consequently, there is limited guidance on which critical suc-
cess factors (CSFs) hold the utmost significance for multi-criteria success within the
Finnish context, as well as how they may be prioritized and implemented in practice
under stringent legal and contractual constraints. With the aforementioned back-
ground information in mind, this thesis focuses on the critical success factors (CSFs)
of strategic public projects in Finland. The purpose of research in the context of the
project success is to investigate how governance, procurement and regulation affect
each other and project success; and to analyse the need for a CSF framework illus-

trating current international research as well as Finnish ones.

The study is guided by the following research question:

Which critical success factors most enable multi-criteria success in Finnish public sector

strategic projects, and how do practitioners prioritise and enact them in practice?

To address this question, the thesis combines a structured literature review with practi-
cal experience of Finnish practitioners. The general goal is to develop a Finland-specific,
context-sensitive CSF framework linking governance and leadership, procurement strat-
egy and capability, risk and front-end planning, digital and data governance, and sustain-

ability and lifecycle value to a multi-criteria understanding of public project success.



12

1.1 Challenges in Finnish Public-Sector Strategic Projects

One major issue in managing risk and uncertainty is the way that procurement proce-
dures, documentation requirements, and standardized contract provisions in rule-bound
environments limit iterative investigation and flexible contracting. Therefore, as new in-
formation becomes available, it is difficult to adapt project concepts (Act on Public Pro-
curement and Concession Contracts, 1397/2016; General terms of public procurement

in supply contracts, 2022).

A second major problem lies in aligning procurement strategies and control mechanisms
to the complexity of engineering, infrastructure and digital tasks. Research into the pro-
curement of engineering services has shown that there can be negative consequences
from mismatching between the level of task uncertainty, contractual incentives, and or-
ganizational control modes, and that these can lead to inefficient transaction structures
(Granheimer, Karrbom Gustavsson, & Eriksson, 2024). In addition, empirical research
into successful PPPs has identified critical success factors (CSFs) such as proper risk allo-
cation, effective communication and competent public sponsors. At the same time, how-
ever, empirical research has demonstrated that rigid contractual frameworks and limited
public capacities can impede the realization of these CSFs (Fathi, 2024; Thai et al., 2025).
In Finland, JYSE, JIT and national oversight define the range of possible contractual op-
tions for projects. Hence, as with all other procurement strategies and capabilities, the
feasibility of a procurement strategy or capability can either reduce or increase the con-

straints imposed by regulation (Hua, 2025; Taheriruh et al., 2025).

Third, new governance and procurement issues arise from data-intensive and digital
strategic projects. Research on strategic projects in the public sector has identified a
number of issues in relation to organizational readiness, legality and ethics of imple-
menting artificial intelligence and advanced analytics in the public sector (Zuiderwijk et
al., 2021; Madan & Ashok, 2023). Furthermore, research on how “digital champions” in
the public sector can be beneficial showed that stiff organizational structures and cul-

tures that are characterized by risk aversion and cyclical budgets may hinder the success
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of a digital innovation effort even when the strategic objectives or vision is well-defined
(Wilson & Mergel, 2022). The research focus on data governance and smart cities has
also pointed out that uncoordinated proprietary data agreements, equivocal role alloca-
tion regarding data ownership, lack of transparency in data flow, etc. can negatively af-
fect the long-term sustainability of smart city initiatives and the levels of public trust in

the same (Franke & Gailhofer, 2021).

Fourth, sustainability and lifecycle value creation remains a challenging area for strategic
projects. There is increasing recognition by public buyers of the environmental and social
impacts of purchasing but it is still difficult for them to express these as operational ten-
der requirements, evaluation criteria and contract management practices (Trevifio-
Lozano, 2021; Berg et al., 2022). Circular procurement pilot schemes - including circular
furniture contracts and integrated circular infrastructure contracts - have demonstrated
the potential of using a lifecycle approach, but they have also identified a number of
obstacles that include governance arrangements, incentive mechanisms and follow up
systems (Lingegard et al., 2021; Lingegard & von Oelreich, 2023). This indicates that sus-
tainability-oriented CSFs in Finland will depend on a combination of technological tools
like lifecycle costing, leadership commitment, inter-organization collaboration and con-
tinuous capacity building, as illustrated by KEINO and similar initiatives (Ministry of Eco-

nomic Affairs and Employment, 2021; Berg et al., 2022).

Finally, because of the multi-criteria nature of what makes a public project successful, it
becomes difficult to evaluate how well projects perform and which ones should be given
priority. The evaluation of both PPPs and traditional public projects emphasizes trade-
offs among short-term efficiency, long-term sustainability, stakeholder satisfaction, and
the broader social implications of public sector actions (Du et al., 2023; Volden & Welde,
2022). Studies examining project sustainability and PPP governance have shown that alt-
hough the efficiency, sustainability and stakeholder relationship are interrelated they are
also rarely explicitly stated as such in project designs or in the governance structures put

in place for each project (Blak Bernat et al., 2023; Feng et al., 2022). Digitalization has
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introduced new challenges for the practitioners who must navigate the public values lit-
erature’s emphasis on the tradeoffs between efficiency, transparency, privacy and inclu-
sion (Breaugh et al., 2025) to achieve their goals. As a result, in Finland where there is
an increasing number of strategic projects, project managers and procurement profes-
sionals must prioritize multiple — and at times conflicting — success criteria under very
strict regulatory requirements. Identifying and making operational those CSFs that will

allow them to make these trade-off decisions is therefore critical.

1.2 Research Gap and Problem Statement

In addition to the literature already cited (Du et al., 2023; Fathi, 2024; Franke & Gailhofer,
2021), since 2020 there has been a large amount of additional literature published on
public projects, public-private partnerships, digital governance, and sustainable procure-
ment, which provides further information relevant to identifying critical success factors
(CSF's) for public-private partnerships. There are also a number of very important gaps
in this body of literature with respect to Finnish specific research. In particular, system-
atic reviews and empirical studies have identified several key CSF's for the success of
public-private partnerships, such as: effective risk allocation; successful collaboration be-
tween the public and private sectors; competent project sponsors; adequate governance
structures; and integrating sustainability into each phase of a project (Almarri & Boussa-
baine, 2025; Du et al., 2023; Fathi, 2024). Empirical studies relating to cost management
within public housing have found that, among other things, early contractor involvement,
team competence, and a well-planned front-end process are critical to achieving the
most favorable financial outcome in public-housing projects (Obi et al., 2021). Literature
on digital governance has emphasized that three essential dimensions for the develop-
ment and implementation of public digital services include: data governance; Al leader-
ship; and public values (Breaugh et al., 2025; Franke & Gailhofer, 2021; Madan & Ashok,
2023). Literature focused on sustainability-oriented practices has emphasized that three
critical components of sustainable public procurement are: intermediate support struc-
tures; lifecycle learning; and circular procurement (Berg et al., 2022; Lingegard & von

Oelreich, 2023; Lingegard et al., 2021).
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This existing body of literature represents four potential gaps in Finnish specific research
in the fields of public-private partnerships, digital governance, and sustainable procure-

ment.

Gap 1: Absence of an integrated CSF framework under Finnish regulation.
Although the Finnish examples of competence networks, sustainable procurement pilots
and municipal hackathons present some useful examples of innovation and sustainabil-
ity in public procurement processes, most of them have been described as single-case
studies, without the use of a comprehensive critical success factor framework specifi-

cally adapted to the Finnish legal and contractually relevant environment.

In Finland, while intermediary-led capability-building initiatives especially those related
to sustainable public procurement have enhanced organizational learning and procure-
ment competencies, the available research has yet to incorporate these findings into a
comprehensive and systematic CSF framework for strategic projects (Berg et al., 2022).
Circular procurement pilots and smart city hackathons describe specific governance and
procurement arrangements, but fail to extract and generalize CSFs applicable across the
Finnish regulatory environment (Lingegard & von Oelreich, 2023; Pihlajamaa & Merisalo,

2021; Lingegard et al., 2021).

The call for more context sensitive public value research in digitalization PPPs underlines
the necessity of developing a country-specific framework which takes into consideration

the legal and administrative traditions in each country (Breaugh et al., 2025).

Gap 2: Limited linkage between CSFs and multi-criteria success.

There is an international study base on CSF and the research on the CSF's usually focuses
on specific elements of success such as cost, time or stakeholder satisfaction whereas
there is also current research being conducted using multi-dimensional frameworks for
success which includes, efficiency, effectiveness, relevance, sustainability, value-for-

money and wider effects (Du et al., 2023; Volden & Welde, 2022). These frameworks
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have been rarely implemented into practical CSFs that public project managers can im-
plement within statutory procurement constraints. Finland has recognized strategic and
sustainable procurement with recognition of multiple policy objectives; however, empir-
ical evaluation have typically emphasized process improvements (such as the increase in
use of environmental criteria, or improved coordination) rather than conducting system-
atic multi-criteria assessments of outcomes (Ministry of Economic Affairs and Employ-
ment, 2021; Berg et al., 2022; Taheriruh et al., 2025). Therefore, the relationship be-

tween CSFs and a holistic multi-criteria perspective on project success is very weak.

Gap 3: Conceptual six-criteria models of success are rarely tied to CSFs in legally con-
strained settings.

Building on the analyses of public project success and PPP performance, the six-criteria
framework for success (efficiency, effectiveness, relevance, sustainability, value-for-
money, and wider societal impacts) has been conceptually developed (Volden & Welde,
2022; Du et al., 2023; Blak Bernat et al., 2023). However, few empirical studies identify
and prioritize all the CSFs by using the full suite of six criteria when identifying and pri-
oritizing success factors. There is also very limited research concerning how governance-
and procurement-related CSFs - including contract choice, risk-sharing arrangements, or
data-governance models - relate to these six criteria within environments that are regu-
lated through prescriptive procurement law and standardized terms, like JYSE and JIT
(Act on Public Procurement and Concession Contracts, 1397/2016; General terms of

public procurement in supply contracts, 2022; Ministry of Finance, 2025).

Gap 4: Little is known about how to measure decision quality at the front end when

there are regulatory issues or uncertainty.

According to prior research, in public projects, it matters little if the second half of the
project was completed as intended. The first part of the project will be impacted by:
poor early-stage planning; inadequate risk assessment; and inappropriate selection of

control processes (Mackhaphonh et al., 2021 ; Kuchta et al., 2023 ). Recent studies have
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found that for public sector enterprises to successfully implement their project govern-
ance models they must take into consideration three key factors that include: (i) interac-
tive information processing; (ii) dynamic control; and (iii) alignment of governance
modes (Aravindh et al., 2023 ; Andersen & Young, 2023). Nevertheless, Finland's public
organizations do not yet use an integrative method to determine which of the previously
stated CSF's would receive top priority within the first phase of the project, primarily
because of the need to comply with statutory purchasing guidelines; the potential influ-
ence from outside governing entities; the requirement to maintain a balance between
innovative thinking and adherence to existing laws (OECD, 2024 ; Taheriruh et al. , 2025 ;

Ministry of Economic Affairs and Employment, 2021).

These four identified gaps form the basis of the overarching research question of this
thesis: what is the consolidated, evidence based understanding of those CSFs that will
most positively impact multi-criteria success within Finnish strategic projects? Further-
more, how do practitioners prioritize and utilize the identified CSFs throughout the pro-
ject lifecycle, constrained as they are by the various governance, procurement and reg-
ulatory environments of Finland? This thesis addresses this gap through the synthesis of
recent research into a CSF framework relevant specifically to Finland and empirical anal-
ysis of how Finnish practitioners perceive, prioritize and enact CSFs in the context of their

strategic projects.

To provide an answer to the problem presented, the research will pursue seven inter-
connected goals. The goals will be used to construct the literature review, and the em-

pirical study, and are similar to those outlined in the approved thesis proposal.

Objective 1 - A Structured Literature Review

The purpose of this structured literature review is to gather, and analyze, current aca-
demic research that addresses the various areas of CSFs (governance, procurement, risk
management, sustainability, and digital/data governance) in public sector and PPP pro-

ject delivery. It is anticipated that the outcomes from the structured literature review
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will provide a synthesis of the evidence base for identifying key CSF areas as well as
providing an analysis of how the findings can assist in addressing identified knowledge

gaps pertinent to future Finnish strategic projects.

Objective 2 — Construct a preliminary Finland-specific CSF framework

Based on the findings of the literature review, the preliminary CSF framework will organ-
ize the CSFs into appropriate areas, and link the areas to a multi-criteria view of public
project success. The expected outcome will be a preliminary CSF framework specific to
Finland which establishes a connection between the identified CSFs and the six-criteria

view of public project success.

Objective 3- pilot test qualitative web-based questionnaire

A gualitative web-based questioner, utilizing the preliminary csf framework will be con-
structed and tested by using a group of Finnish practitioners involved in the process of
developing strategic projects. Following this, the questionnaire will be reviewed for use
as a pilot test. A pilot-tested, revised version of the web-based questioner should result
in a version of the questioner that is simple, fair, and able to gather data from practicing

professionals regarding their experience with CSFs.

Objective 4—collect empirical data via a semi-structured online survey

Semi-structured web-based surveys will be used to gather data from Finnish Project
Managers, Procurement Specialists and other relevant individuals that are part of the
Strategic Public Projects. The data collected from this study will be deidentified (anony-
mized), coded; providing insight on how practitioners define, prioritize and implement

CSF’s for their respective areas of accountability.

Objective 5 — Analyse & combine literature review findings with empirical data findings
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Data collected from the web-based surveys will be analysed and compared to the pre-
liminary CSF framework to identify areas of similarity or difference between theoretical
(literature review) and practical applications (empirical) of CSFs in Finland. A more fully
developed CSF framework that includes both empirical and literature review findings will
result from this analysis. Additionally, it will provide evidence that such a framework can

be applied to real-world strategic public projects.

Objective 6 — Convert findings into a tool usable by practitioners

The refined CSF framework will be converted into a practical tool (e.g., a checklist, or
guidelines), that can be easily used by project sponsors, steering committees, and pro-
curement departments. The expected outcome will be a practical, and easy-to-use CSF

tool for Finnish project sponsors, steering committees, and procurement departments.

Objective 7 — finalize results and prepare for dissemination

The completed thesis will include key study results and practical recommendations for
the actors involved in public sector project governance and procurement in Finland. Suc-
cessful completion of the thesis and preparation of the dissemination materials is likely
to lead to further opportunities for future research collaboration with practitioners in

Finland.

1.3 Scope and Delimitations

This Thesis' Objectives are restricted to a narrow range of strategic public-sector projects
implemented in Finland (primarily by State Agencies and Ministries) and which have
been either financially costly (i.e., major investments); have a long-term social or eco-
nomic impact; or both. Examples of these types of projects are: Major Infrastructure
Investment Projects; Digital Transformation Projects (e.g., digital services, big-data ana-
lytics); Sustainability Projects; Service Reform Projects. The focus of this Thesis is, there-

fore, on strategic projects in the public sector (and not on routine or minor projects);
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whereas smaller-scale non-strategic projects are often mentioned in the literature as ex-
amples of "routine" or "small-scale" projects (Volden & Welde, 2022; Du et al., 2023).
The analysis is specifically based on the legislation governing the contracting process be-
tween the public sector and private sector companies operating in Finland (including,
amongst others, the Act on Public Procurement and Concession Contracts [1397/2016],
the Act on the Openness of Government Activities [621/1999], the Act on Information
Management in Public Administration [906/2019] and the Language Act [423/2003]);
and also includes commonly-used contractual frameworks (JYSE 2014 and JIT 2025) (Act
on the Openness of Government Activities, 621/1999; Act on Information Management
in Public Administration, 906/2019; General terms of public procurement in supply con-
tracts, 2022; Ministry of Finance, 2025). Consequently, the CSF Framework developed as
part of this research has a specific context —i.e., it was developed for use within a Nordic
Administrative System (characterized by a high degree of Legalism, well-established
Oversight Institutions and High Transparency) and it does not seek to make claims re-
garding its applicability in other jurisdictions (OECD, 2024; Ministry of Economic Affairs
and Employment, 2021).

This research is constrained by a methodological requirement that the sources used are
peer reviewed or government/official publications from 2020-2025. In addition to
providing up-to-date information about project governance, digital innovation and sus-
tainability through procurement, Al and Digital Governance, and CSF's relevant to PPPs
(Madan & Ashok, 2023; Franke & Gailhofer, 2021; Berg et al., 2022; Hua, 2025; Du et al.,
2023), there is also an emphasis on relatively new literature to provide an opportunity
for synthesis with some of the foundational work in these areas. It should be acknowl-
edged that the use of this time constraint could limit the potential evidence base of the
study to relatively newly emerging themes (Al Governance and circular procurement)
and potentially devalue the impact of long-term trend development within the field of

managing public projects in Finland.

Empirically, the research is based on a qualitative purposive sample of Finnish
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Practitioners working on Strategic Projects, including Project Managers, Procurement
Specialists and Senior Officials. Whilst the number of Web-form survey conducted is suf-
ficient to achieve Analytical Depth, it is insufficient to achieve Statistical Generalization
across all Sectors and Levels of Government in Finland. Therefore, the empirical compo-
nent of the research seeks to illustrate how CSFs are prioritized and enacted in Practice
(rather than seeking to estimate Quantitatively the Prevalence and Impact of CSFs) (An-
dersen & Young, 2023; Bourne et al.,, 2023). Because the available evidence is frag-
mented and sector-specific, this thesis develops a cross-cutting framework intended for

adaptation in different organisational contexts.

These Delimitations were Intentional. They enabled the development of a Focused In-
quiry into CSFs at the Intersection of Governance, Procurement, Regulation, Digital/Data
Governance and Sustainability in Finland; which corresponds with the Research Ques-
tion and Objectives of this Thesis. Additionally, the above Delimitations imply that the
Findings of this Thesis should be regarded as Context-Specific Contributions to Theory
and Practice; which provides a Structured Basis for Comparative and Sectoral Research

in the Future rather than Definitive Prescriptions for All Settings.

1.4 Structure of the Thesis

This thesis will be divided into five chapters. Chapter 1, will introduce the subject area
of this study —i.e. the strategic projects of the Finnish public sector, as well as the legal
and institutional conditions within which they operate. In addition, it will outline the
major obstacles, gaps in research, research question, objectives, scope, boundaries and
general layout of the thesis.

Chapter 2 will provide an overview of the existing body of knowledge on strategic public
sector projects. The chapter will be organized based upon five CSF domains that have
been identified recently in research: (1) governance and leadership, (2) procurement
strategy and capability, (3) risk and front end planning, (4) digital and data governance
and (5) sustainability and lifecycle value (Fareed et al., 2025; Berg et al., 2022; Franke &
Gailhofer, 2021; Du et al., 2023).
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Within each of the five domains, the chapter will synthesize findings of the 2020-2025
corpus of literature, identify relationships and tensions between the CSFs, and link the

CSFs to multiple criteria of success.

Chapter 3 will detail the design and methodology of the research. The chapter will ex-
plain the structured literature-review approach used in the research, describe the selec-
tion process for Finnish strategic projects, and describe the data collection and analysis
processes, including the coding procedures for CSFs and success criteria. The chapter will
also discuss the ethical considerations and limitations of the empirical approach used in

the research.

Chapter 4 will present the empirical results from the practitioner web-form survey. The
chapter will examine how Finnish practitioners perceive multi-criteria success, which
CSFs they deem to be most important, and how they prioritize and operationalize these
factors throughout the project lifecycle under the constraints of governance, procure-

ment, and regulation.

Chapter 5 will integrate the literature and findings to Finland-specific CSF framework.
The upcoming section will outline the strong associations between the critical success
failure (CSF’s) and the Six Success Criteria. The chapter will also demonstrate how gov-
ernance, procurement, risk and front-end planning and digital, data governance and sus-
tainability are intertwined with each other and illustrate the implications for the man-
agement of strategic public sector projects and public administration in Finland. In chap-
ter 5, the main contributions of the thesis will be summarized, some implications for the
management of Finnish public sector organizations will be discussed, and suggestions

for future research will be provided.
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2 Literature Review

This chapter discusses the last years' literature on public sector project success and Crit-
ical Success Factors (CSFs) and focuses on strategic projects, public-private partnership
(PPP) and sustainable procurement/governance. The purpose of this study is to lay the
theoretical basis for analyzing Finnish public sector strategic projects and answer the
research question concerning which CSFs primarily enable multi-criteria success and
how practitioners prioritize and implement those CSFs in their daily work.
The review bases itself on a curated collection of recent Nordic and international studies
on public project success, PPP performance, public procurement, risk and front-end gov-

ernance, digital and data governance and sustainability in public projects.

Section 2.1 begins by defining public sector project success as a multidimensional con-
cept that extends well beyond the classical "iron triangle" of time, cost and scope. Using
a combination of the results from ex post evaluations of public projects, sustainable PPP
operation and sustainability-orientated project management, the thesis will adopt a six-
criteria success model that includes efficiency, effectiveness, relevance, sustainability,
value for money and wider societal effects (Volden & Welde, 2022; Du et al., 2023; Blak
Bernat et al., 2023). This model will be used as the overall success model for the empir-

ical analysis.

Sections 2.2 to 2.6 describe the five CSF domains that have appeared frequently in the
last few years' public sector and PPP research. The domains of governance and leader-
ship are described through literature on project governance structures, steering arrange-
ments and leadership styles supporting public project success (Fareed et al., 2025;
Bourne, Bosch-Rekveldt, & Pesamaa, 2023). Procurement strategy and capabilities are
discussed through literature on policy-led and sustainable public procurement, compe-
tence development and circular or innovative contracting models (Berg, Alhola, Pel-
tomaa, & Tietari, 2022; Harland, ERig, Lynch, & Patrucco, 2021; Lingegard, Havenvid, &

Eriksson, 2021; Taheriruh, Jaaskeldinen, Loijas, & Harrison, 2025). Risk and front-end
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planning are discussed using literature on planning phase uncertainty and front-end gov-
ernance in large public projects (Kuchta, Canonico, Capone, & Capaldo, 2023; Mack-
haphonh, lJia, & Xu, 2021; Irfan et al., 2021). Digital and data governance are described
based on literature on data governance for smart cities and digital transformation in
public administration (Franke & Gailhofer, 2021; Wilson & Mergel, 2022; Zuiderwijk,
Chen, & Salem, 2021). Finally, sustainability and lifecycle value are described using liter-
ature on sustainable PPP operations, circular public procurement and socially or envi-
ronmentally orientated public procurement (Du et al., 2023; Lingegard & von Oelreich,

2023; Trevifio-Lozano, 2021).

Section 2.7 summarises the various strands by discussing the interdependencies be-
tween the different CSFs in the five areas, e.g. how procurement decisions, governance
structures and data practices collectively contribute to long term sustainability and value
for money in PPP and infrastructure projects (Feng, Hao, & Li, 2022; Almarri & Boussa-
baine, 2025; Fathi, 2024). Section 2.8 finally describes some of the knowledge gaps in
the existing literature, e.g. the relatively little empirical work applying a multi-criteria
success approach to public sector strategic projects in a Nordic legal and administrative
environment and the necessity for a greater contextual understanding of how the differ-
ent elements of governance, procurement, risk management, digital and data govern-
ance and sustainability can be integrated into practice in order to create public value
(Thai, Phu, & Thao, 2025; Al Saadi, Abdou, & Alkass, 2024). These knowledge gaps form
the empirical part of the thesis and the development of a Finnish public sector specific

CSF framework in the coming chapters.

2.1 Defining Public-Sector Project Success

The concept of "success" is much harder to define in public-sector projects compared to
those driven primarily by a profit motive. In general, a profit-driven project will be most
commonly evaluated based on the financial performance of the project and the amount

of shareholder value created. It is rare for there to be multiple key decision makers for a
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private project, therefore there are fewer stakeholders to consider when assessing

whether or not the project was successful.

However, public projects will need to take into account the interests of many stakehold-
ers who have differing priorities. Those interested in a public project include elected of-
ficials, various levels of government, public service providers, members of the public and

users of services, regulatory agencies and auditors.

These stakeholders will evaluate public projects based on not just their financial perfor-
mance, but on how well the projects serve the public interest and the extent to which
they embody values such as equity, transparency and accountability (Irfan et al., 2021;

Volden & Welde, 2022).

Additionally, public projects operate within a set of rigid legal and process-based con-
straints. In Finland, for example, public entities must follow procurement laws, openness
and access to information laws, and laws regarding the management of information (Act
on Public Procurement and Concession Contracts, 1397/2016; Act on the Openness of
Government Activities, 621/1999; Act on Information Management in Public Administra-
tion, 906/2019). Not only do these laws determine what can be done during the design
and delivery phases of public projects, but they also affect how the success of a project
is defined after it has been delivered. For example, public project success can be evalu-

ated in the context of audits, evaluations and other forms of public review.

In recent years, there has been increasing attention paid to the idea that the assessment
of success for public projects and PPP's should go beyond simply evaluating a project's
time, cost and scope. For instance, Irfan et al. (2021) argue that a successful public sector
project meets all three traditional criteria (time, cost, and scope), while at the same time
producing sustainable results and meeting the needs/expectations of its stakeholders.
Further, they argue that success should be considered as a multi-dimensional concept

including dimensions like efficiency, organizational benefits and readiness for the future.
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Volden and Welde (2022) presented an ex post-evaluation methodology to evaluate pub-
lic sector project outputs based on several criteria. In addition, Volden and Welde (2022)
showed that it is possible for a project to succeed according to one or more of these
criteria while failing to meet other criteria. Du et al. (2023) proposed a Sustainable Op-
eration Framework for Public Private Partnerships for Transportation Infrastructure, that
integrate efficiency, Service Quality, User Satisfaction, Safety, Risk and Environmental
Performance throughout the entire Life Cycle of the infrastructure. Bernat et al. (2023)
linked Project Success with Sustainability, Stakeholder Engagement, Learning and Long

Term Organizational Benefits in the Virtual Projects context.

This research has formed the foundation for this thesis, therefore this thesis defines Pub-
lic Sector Project Success through the lens of Six Criteria. Public Sector Strategic Projects
in Finland are evaluated based on how well they accomplish Efficiency, Effectiveness,
Relevance, Sustainability, Value for Money and Broader Social Impacts (Du et al., 2023;
Volden & Welde, 2022; Irfan et al., 2021; Blak Bernat et al., 2023). The above six criteria

form a common success criteria frame work for the whole thesis.

2.1.1 Traditional vs. Multi-Dimensional Views of Success

The conventional view has been that success in the public sector is unique to success in
the private sector. The basis for this conventional view of success in traditional public
works projects is rooted in the "iron triangle," which defined success in terms of the
project's ability to meet its budgetary expectations, meet its timetables and produce a
product that satisfies the customer's needs. While the "iron triangle" appears suitable
for projects where the end result can be seen (i.e., engineering and construction pro-
jects), measuring success in public sector projects is more complex. Volden & Welde
(2022) note that while some projects may complete their budgets and timetables, these
same projects could be considered failures if the benefits of those expenditures to the
general population are minimal, the problems they were intended to address remain
unsolved, or the use of public funds resulted in unintended negative consequences. In

contrast to traditional project evaluation models, Volden & Welde (2022) presented a
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model that evaluates both project management success and societal value. This model
included most of the common measures of success in managing a project; however, it
also added many other measures that should be employed when evaluating whether a
public sector project is successful, including outcomes and impacts to society. A second
example of an evaluation model used to assess success in PPP transportation projects is
one developed by Du et al. (2023). Du et al. (2023) employed a similar approach to eval-
uate the success of PPP transportation projects, but in addition to providing financial
metrics relative to the total lifecycle cost of service delivery, Du et al. (2023) identified
several new metric categories, including: reliability and availability of service delivery;
user satisfaction with service delivery; safety associated with service delivery; and envi-

ronmental impact associated with service delivery.

Another reason a single metric cannot be utilized to evaluate the success of public sector
projects is due to the involvement of numerous stakeholders and utilization of various
valuation perspectives. Volden and Welde (2022) indicated that public investments are
created to accomplish several goals and involve numerous stakeholders whose percep-
tions of what constitutes success differ greatly. Therefore, success must be identified at
multiple levels of analysis. These include project delivery; outcomes; and overall societal
impact. Irfan et al. (2021) further supported this argument through incorporation of
stakeholder satisfaction; organizational reputation; and sustainability in addition to tra-
ditional performance metrics. In general, the above studies emphasize the need to cre-
ate a multi-criteria definition of project success for public sector projects, and indicate

that a single success metric is not adequate.

Therefore, a narrow definition of project success based on the "iron triangle", is inade-
guate for strategic public sector projects in Finland. Public organizations are expected to
implement policy objectives and therefore must consider how public sector projects af-
fect citizens, the environment and public finance over time. Additionally, public sector
organizations operate under laws and regulations that require them to act transparently,

treat everyone equally, and use public funds responsibly (Act on Public Procurement and
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Concession Contracts, 1397/2016; Act on the Openness of Government Activities,
621/1999). A broader, multi-criteria, definition of project success is needed to accurately
represent these realities, and to provide guidance on how to identify critical success fac-

tors for public sector projects operating in a rules-based environment.

2.1.2 The Six-Criteria Success Model in the Literature

The Six Evaluation Criteria Used in the Thesis Are Consistent with Multi-Dimensional Pro-
ject Evaluation Approaches Found in Literature on Public Projects, PPPs and Sustainable
Project Management. Each Criterion Represents a Specific Aspect of Performance in Pub-

lic Sector Strategic Projects.

Efficiency:

Efficiency is the ability of a project to use economic and productive resources to produce
the best possible output. In a Public Sector Strategic Project Efficiency Can Be Described
as Using Resources Efficiently to Provide Outputs Within Budget and Timeframe, But Also
Minimizing Unnecessary Process Delays, Rework, and Administrative Burden. Cost and
Time Performance Are Common Dimensions of Success Used in Post-Project Evaluations
Because They Are Visible to Politicians and Media (Volden & Welde, 2022). Du et al.
(2023) Identify Operational Efficiency Indicators Such as Maintenance Performance, Ser-
vice Availability, Reliability Over the Entire Life Cycle of a PPP. While Many Contributions
Have Addressed Efficiency and Value for Money, These Contributions Have Demon-

strated That Efficiency Must Be Considered Beyond the Construction Phase.

Effectiveness:

The effectiveness of any successful public sector initiative is measured how well the in-
tended objectives were achieved and whether the anticipated benefits were produced.
A public sector project’s promise pays off through improved services and infrastructure
performance as well as enhanced administrative capability throughout the Planning
phase and beyond. According to Volden and Welde (2022), perhaps the two most im-

portant criteria for determining project success are achieving goals and realizing benefits.
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According to Du et al. (2023), effectiveness has other definitions apart from these two.
These incorporated "Service Quality", "Reliability" and "Compliance" with the perfor-
mance standards contracted throughout the contract term. A few measurements of ef-
fectiveness could be achieving policy goals; increase in key performance measures like
reduced travel times, better service access; improved user satisfaction with project out-

comes; and better stakeholder satisfaction with project outcomes.

Relevance:

Relevance Measures How Well a Project Responds to Genuine Needs and Fits with Policy
Priorities. A Project May Be Efficient and Effective Within Its Own Terms, However, If It
Addresses a Marginal Problem, Then Relevance Will Not Exist. Volden and Welde (2022)
Note That Relevance Involves the Alignment of a Project with Strategic Objectives, Leg-
islation and Societal Challenges at Both Decision-Making and Implementation Times. In
Public Sector Strategic Projects in Finland Relevance Includes Long-Term Strategies and
Government Programmes, Sectorial Reforms, Citizen Needs and Other Relevant Factors.
This Criterion Links Closely with Effectiveness and Wider Societal Effects, Since It Ques-

tions Whether the "Right" Problem is Being Solved.

Sustainability:

Du et al. (2023) took a different approach by adding explicit measures of sustainability
into their framework for PPPs. They included emissions; noise; safety; resilience (resili-
ence is related to ability to function under adverse conditions); and the traditional met-
rics of economic performance. According to a study from Blak Bernat et al. (2023), prac-
tice also meant sustainability. According to the firm, responsible business practices and
sustainability products will be needed by organizations, spaced either geographically or
organizationally. According to Berg et al. (2022), Finland incorporates sustainability into
the strategic projects of the country. The sustainability issues have been linked with the
national targets of Finland. For instance, reaching climate neutrality, the circular econ-
omy, and social sustainability, etc. The long term durability and flexibility of outputs gen-

erated by a project, positive or negative health and safety outcomes, impact on local
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ecosystems, consumption of resources, total energy used and per unit of output during
the life cycle of the project, all these indicators can be considered as sustainable. As such,
sustainability will likely have an increasing impact upon value-for-money over time, be-

cause it encompasses wider social impacts.

Value for Money:

Value for Money (VfM) Combinations Cost, Quality, and Risk Into an Overall Judgement
About Whether Public Resources Are Used Wisely. In PPP Frameworks VM Is Typically
Assessed Through Comparison of Different Delivery Models and Examination of Lifecycle
Costs, Performance Standards, and Allocation of Risks Between Public and Private Parties
(Du et al., 2023). VfM Is a Central Guiding Concept in Finnish Public Procurement Law
and Policy Which Emphasizes Competition, Transparency and Balanced Use of Quality
and Price Criteria (Act on Public Procurement and Concession Contracts, 1397/2016;
Berg et al., 2022). Indicators of VfM Include Lifecycle Cost Comparisons, Reference Pro-
jects or Benchmarks, and Evidence That the Selected Solution Offers a Better Combina-
tion of Costs and Benefits Than Reasonable Alternatives. Therefore VfM Links Directly to
Efficiency and Effectiveness, but Also to Relevance and Sustainability When Longer-Term

Costs and Benefits Are Considered.

Wider Societal Effects:

Wider Societal Effects Are Those Effects Which Extend Beyond the Direct Objectives and
Immediate Users of a Project. Volden & Welde (2022) View These Effects - On Regional
Development, Employment, Social Cohesion, Trust in Public Institutions, Innovation - As
Important Parts of the Overall Success Picture of a Public Project. In Infrastructure and
PPP Contexts Wider Effects May Include Changes in Land Use, Induced Economic Activity,
Behaviour Change and Perceived Fairness in Distribution of Benefits and Burdens (Du et
al., 2023). For Strategic Projects in Finland Wider Societal Effects Relate to Constitutional
Values of Equality and Openness and to Aims Such as Balanced Regional Development

and High-Quality Services Across the Country. Indicators of Wider Societal Effects Can



31

Include Regional Spillover Benefits, Accessibility for Vulnerable Groups, Contributions to

Innovation Systems, and Measurements of Citizen Trust in Public Institutions.

2.1.3 Connections to PPP, Digitalisation, and Sustainability Literature

The variety of ways in which people view the success of a project as evidenced in this
study are analogous to the types of studies previously referenced in PPP, Digitalization,
Sustainability-Oriented Research. For instance, Transportation Infrastructure con-
structed through Public Private Partnerships (PPP), Du et al. (2023) considered project
success from an integrated set of indicators of its operation (availability, reliability,
maintenance standards); economics (life cycle costs, financial sustainability); environ-
ment (pollution, resources utilized); users (customer satisfaction, safety). This integrated
approach (operational, economic, environmental, user-based) to measure project suc-
cess is equivalent to the dimensions used to evaluate PPP project success (efficiency/ef-
fectiveness; sustainability; value-for-money; and impact on society at large). As such, Du
et al. (2023) demonstrate that measuring PPP project success can be limited to the con-

struction phase alone and should be measured over the entire life cycle of the project.

The research is on Sustainable/Circular Purchasing, particularly in Public Procurement
context which focuses on Lifecycle Thinking as well as Environmental and Social Results
or Supplier Market Growth. Berg et al. (2022) highlighted how Finland’s public sector
initiatives on sustainable public purchasing make use of evaluation criteria and contract
provisions to incentivize life-cycle cost-efficiency, environmental performance and social
responsibility. Berg et al. (2022) showed that their criteria regarding sustainability are
similarity to efficiency, sustainability, value for money and to some extent wider societal
impacts. Berg et al. (2022) showed that a design process for procurement could include

success criteria.

Breaugh et al. (2025) provided a review of PPPs with regard to Digitalization in Govern-
ment and demonstrated that public values (such as efficiency, accountability, fairness

and transparency) influence perceptions of what constitute digitally successful projects.
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Breaugh et al. (2025) indicated that due to the interdependence among these values,
tension exists with respect to determining what constitutes success when assessing dig-
ital projects. Breaugh et al. (2025) emphasized that multi-criteria success is related to
relevance, wider societal impacts and the sustainability of digital public services. These
findings support those of Blak Bernat et al. (2023) who demonstrated how stakeholder
engagement and knowledge management affect both project performance and sustain-

ability outcomes in virtual teams.

In addition, research on Critical Success Factors (CSFs) also supports the notion of a
multi-faceted success concept. Al Saadi et al. (2024) identified categories of CSF for PPP
Project Briefs which include regulatory/legislative factors, financial/economic factors,
risk-related factors, public sector capacity factors, procurement factors, stakeholder fac-
tors and social/cultural/ethical factors. Almarri and Boussabaine (2025) categorized
Smart City PPP CSFs into partnership and collaboration factors, financial sustainability
factors, contractual obligation/outsource factors, smart integration factors and contract
governance factors. Obi et al. (2021) determined that the top CSFs for cost management
in public housing projects were competence/team quality, collaborative practices, early
contractor involvement and effective planning and management. Fathi (2024) deter-
mined that PPP success depends upon adequate risk allocation and favourable stake-

holders.

Obi et al. (2021) and Fathi (2024) found that the categories of CSFs for cost management
and PPP success corresponded to each other. Specifically, they found that success factors
themselves were multi-faceted and cut across the legal, financial, risk, capacity, procure-
ment, stakeholder, and social domains. Furthermore, the success factors were linked to
the respective success criteria: legal and regulatory factors corresponded to relevance
and value for money; financial and risk factors corresponded to efficiency and value for
money; stakeholder, social, and ethical factors corresponded to sustainability and wider
societal effects; and capacity and collaboration factors corresponded to effectiveness

across the lifecycle.
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Finally, Anelli et al. (2025) provided evidence that EU procurement directives promoted
the use of two decision-making approaches, the most economically advantageous ten-
der (MEAT) and multi-criteria decision analysis (MCDA) methods. Both MEAT and MCDA
methods reframed award decisions from being solely based upon lowest price to being
based upon the best quality-price ratio. Additionally, their review of MCDA applications
in public procurement indicated that price, quality, risk, sustainability, and other criteria
were commonly combined in structured evaluation processes. Therefore, Anelli et al.'s
(2025) study links the theoretical multi-criteria success models to the practical decision
tools employed by public buyers, especially in the EU and Finnish contexts where MEAT

and quality-price trade-offs are common.

Therefore, taken together, PPP, digitalization, sustainability, and CSF studies provide con-
vergent evidence for a multi-criteria, lifecycle view of public sector project success. Ad-
ditionally, these studies demonstrate that success criteria and success factors should be
viewed as multi-faceted and connected, providing a basis for the six-criteria success

model applied in this research.

2.1.4 Implications for Finnish Public-Sector Strategic Projects

The six-criteria model is especially suitable for examining strategic projects in Finland's
public sector. Firstly, the model follows the legal/institutional expectations that are stip-
ulated for Finnish public authorities, such as: open, transparent decision-making (Act on
the Openness of Government Activities 621/1999); responsible handling of information
(Act on Information Management in Public Administration 906/2019); and lawful, fair,
competitive, and cost-effective procurement (Act on Public Procurement and Concession
Contracts 1397/2016) based on quality and VfM. In addition, the legal basis for these
expectations also includes the competition, non-discriminatory, and justificatory aspects

of decision-making.

Secondly, the model corresponds to the policy agenda of Finnish public administration
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that emphasizes sustainable development, climate targets and digitalization in combina-
tion with good quality and equitable public services (Berg et al., 2022; Ministry of Fi-
nance & Association of Finnish Local and Regional Authorities, 2023). Sustainability and
relevance are important elements to understand if strategic projects really do meet
these long-term goals and effectiveness is necessary to determine if the stated policy
intentions are successfully  transformed into actual improvements.
Thirdly, the six-criteria framework is flexible enough to apply to different types of strate-
gic projects, including: large-scale physical infrastructure projects; digital and data-based
projects; and cross-branch reform projects. Furthermore, the six-criteria model provides
a shared language for evaluating the success of these projects while at the same time
allowing for the selection of project-specific indicators for the assessment of success.
Finally, the six-criteria model provides an organized structure for relating the success
factors to their outcomes in a rule-based environment: governance and leadership; pro-
curement strategy and capability; risk and front-end planning; digital and data govern-
ance; and sustainability and lifecycle value can all be evaluated based on their contribu-
tion to success factors related to efficiency, effectiveness, relevance, sustainability, VM,

and wider social effects.

The six-criteria model forms the outcome framework used for the analysis of CSFs in the
remainder of this literature review. Sections 2.2-2.6 provide an overview of governance
and leadership, procurement strategy and capability, risk and front-end planning, digital
and data governance, and sustainability and lifecycle value as CSF-domains. The role of
the CSFs is to deliver "on-time and within budget" but also to support multi-criteria suc-
cess in strategic projects of Finnish public sectors. Section 2.7 examines the interaction
between the CSFs and Section 2.8 reviews the existing knowledge gap regarding the link
between the CSFs and the multi-faceted understanding of the success of public projects.

This knowledge gap is motivation for the empirical part of the thesis.

2.2 Governance and Leadership as Critical Success Factors
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Governance and Leadership Influence Project Success - The Importance of Formal Gov-
ernance Structures in Managing Projects - How Front-End Governance Influences Long-
Term Project Performance - The Role of Leaders in Creating Relational Governance - The
Interaction Between Governance Arrangements and Project Goals - The Impact of Legal
Frameworks on Governance Design and Leadership Behaviour - The Importance of Bal-
ancing Stability and Flexibility in Governance Systems - The Value of Interactive, Learn-
ing-Oriented Risk Governance in Strategic Projects - How Legal Constraints Affect Gov-
ernance Capabilities - The Role of Senior-Management Commitment, Strategic Steering
Models and Cross-Functional Steering in Integrating Sustainability into Procurement Pro-
cesses - How Governance and Leadership Shape Project Outcomes - Interconnected

Ways Governance and Leadership Influence Project Success Criteria.

To be able to govern strategic projects one has to find a balance in the sense of whether
the governance systems for strategic projects are either; (1) so formalised and predicta-
ble that they allow for transparency, accountability and operational efficiency, or (2) if
they have the flexibility and adaptability needed to accommodate the constantly shifting
political agendas, stakeholder expectations and external events. Governance plays a key
role in decision making within strategic projects, as well as identifying and managing
risks, as well as coordinating all relevant stakeholders throughout the duration of the
strategic project. Due to specific regulations such as the Act on Public Procurement and
Concession Contracts (1397/2016), and the Act on Information Management in Public
Administration (906/2019), strategic projects in Finland also experience added con-

straints when compared with similar types of projects in other countries.

The need for good governance is further underscored by recent research on public sector
projects, which emphasizes that governance should be understood through a multi-cri-
teria lens of project success that includes aspects of quality, relevance, sustainability and
value for money in addition to cost and schedule criteria (Irfan et al., 2021; Volden &
Welde, 2022). In addition to formal governance structures, leadership behaviour has

been recognized as a critical moderator of the relationship between governance and
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project success. Transformational leadership, characterized by vision, intellectual stimu-
lation and individualized consideration, is shown to enhance the positive impact of gov-
ernance mechanisms on public project success (Fareed et al., 2025). Moreover, there is
evidence that well-designed governance systems are insufficient on their own and re-
quire leaders who can translate rules into action, communicate strategic purposes to
team members, encourage learning-oriented approaches to work and facilitate team
motivation in order to produce success across several criteria simultaneously including

efficiency, effectiveness/relevance, sustainability/value for money.

An additional aspect of governance structures in relation to strategic projects are rela-
tional aspects of governance between the Government and the private Sector based on
their relationships within collaborative agreements between organizations. Examples of
this include how much Trust is developed between Public and Private sectors, how much
Information they share and collaboratively find solutions to problems together as Feng
et.al (2022), indicated there was a positive relationship between Government Relation
Orientation and Project Sustainability in PPPs. Relational Governance provides a further
Mechanism to support Formal Governance Arrangements in Strategic Projects enhanc-
ing Project Sustainability; improving Stakeholder Satisfaction; contributing to Broader
Social Impacts; providing longer-term efficiencies and Value for Money through Reduced
Conflict and Increased Opportunities for Collaborative Problem-Solving. Successful
achievement in strategic projects rely heavily on Inter-Organizational Collaboration how-
ever legalistic Procurement Practices may Restrict or Limit Communications and Learn-
ing necessary to achieve successful Collaboration. Leadership typically facilitates the

transition from legalistic procurement practices to collaborative Work.

Earlier studies found key factors that affect the functioning of risk management Pro-
cesses in construction. Furthermore, more recent studies have shown public sector gov-
ernance and leadership contribute significantly to public sector leaders’ collection and
sharing of data to identify and evaluate strategic risk. Enterprise wide risk management

(EWRM) is recognized to be successful through the collaborative action of stakeholders
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that make use of dynamic interactive information processing practices (risk dialogue,
cross functional communication etc), and not through static risk registers alone (Ander-
sen & Young, 2023). Organizations that utilize this type of collaborative approach are
more efficient due to the development of early estimates and lower chances of overruns
with respect to cost and time. By ascertaining that their risk responses are aligned with
the organization’s strategic objectives and customer priorities, organizations adopting
this collaborative approach create increased value for money and relevance for their

customers.

As said before Finland offers a particularly difficult environment for governance and
leadership because of the rigid legal system in which all Finnish public sector organisa-
tions operate. The legislation of Finland that regulates sectors (sectoral regulation) and
purchasing of goods/services (procurement law) generates regulatory restrictions in
terms of authority of decision making, sharing of information, flexibility of contracts and
standardization of contractual terms (Act on Public Procurement and Concession Con-
tracts, 1397/2016; Act on Information Management in Public Administration, 906/2019).
Even though the regulatory framework helps in creating transparency, predictability, and
accountability in organizational decision-making, it significantly constrains project spon-
sors, and managers’ ability to change governance structures, project ideas, or perfor-
mance measurement criteria after the beginning of the procurement process. The tacti-
cal success factors related to governance which were brought out within the highly reg-
ulated environment, include the political / administrative buy-in from the outset of a
project, development of a comprehensive decision frame-work prior to procurement
commencement, and ways of accommodating change in desired outcomes under legis-
lative constraints. The six success criteria will be positively impacted by these competen-
cies by lowering the procedural risk, enhancing the Value for Money (VfM), and sustain-

ing legitimacy and social impacts.

Additionally, current Finnish studies on the strategic and sustainable procurement point

out several common themes. For example, Berg et al. (2022) showed the significance of
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the leadership commitment to sustainable procurement, the development of organiza-
tional capabilities and cross-functional steering in integrating sustainability into the pro-
curement process. In addition, a further study published by the Ministry of Finance &
Association of Finnish Local and Regional Authorities (2023), highlights the importance
of the senior management commitment to sustainable procurement, strategic steering
models, clearly defined procurement roles and regular communication with both inter-
nal and external stakeholders. These types of behaviours contribute to increased effec-
tiveness, relevance, sustainability and value for money as they connect directly to the
organization's strategic direction, support to life cycle thinking and improvement in rela-
tionships with suppliers. Moreover, these types of behaviours allow public sector organ-
izations to integrate social and environmental objectives into strategic projects and
therefore provide greater benefit to society. Leadership/Governance Influence on Pro-
ject Success Using Six Measures A Leader’s Ability to Achieve Early Conceptual Definition
of a Project Determines Value for Money/Efficiency. Early conceptual definition of a pro-

ject helps to determine efficiency and value for money.

A well-thought leader evaluates the feasibility of implementing a project before a project
undertaken, as it makes a project successful. Also, monitoring a project during imple-
mentation will enable value for money and economic efficiency. The project implemen-
tation can also be influenced by interactive risk governances. In turn, this influences pro-
ject success. A leader’s capability to effectively supervise and control project implemen-
tation risks determines the degree of value for money and efficiency achieved (Kuchta
et al., 2023; Volden and Welde, 2022; Andersen and Young, 2023). The effectiveness and
relevance of projects will depend on a leader’s strategic orientation, effectiveness and
relevance. Strategic orientation of a leader will depend on maintaining strategic orienta-
tion with all stakeholders involved in a project irrespective of the number of change in a
project’s objective or policy environment. A leader’s effective strategic orientation helps
him constantly assess stakeholder needs and expectations. Whether Governance Ar-
rangements Embed Social/Environmental Objectives Influences Sustainability/Wider So-

cietal Impacts Sustainability/wider societal impacts depend upon whether governance
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arrangements have been established to embed social/environmental objectives. An-
other consideration is whether public sector leaders foster relational forms of govern-

ance in multi-agency collaborative projects (Feng et al., 2022; Berg et al., 2022).

However, there are numerous examples in the literature of tension between different
concepts. Documentation and transparency are promoted through formal governance
structures that require documentation of all activities performed during a project, ad-
herence to procedures required for each phase of a project, and auditing evidence re-
lated to all action taken during a project. However, the formal nature of governance ar-
rangements creates barriers to rapid decision-making processes and reduces an organi-
zation’s response time to changing conditions when implementing innovative digi-
tal/sustainability-oriented projects. Authority based leadership approaches may en-
counter difficulty promoting inter-functional collaboration between independent
workgroups. An analytical capacity and a culture of openness regarding discussions re-
garding uncertainty must exist before successful application of interactive risk govern-
ance. Neither of these conditions are consistently present in organizations. (Kuchta et al.,
2023; Andersen & Young, 2023). Megaproject governance challenges occur globally but
especially so in Finland where policymakers must adapt evolving/policy goals to rigid
procurement laws. As part of Finland’s procurement laws, most public sector projects
cannot deviate from their original scope or evaluation criteria without undergoing either
retendering or formal negotiations with contractors under the provisions of the Public
Procurement Act (Public Procurement Act (Act on Public Procurement and Concession

Contracts, 1397/2016)).

Collectively, the literature indicates that some of the most important governance and
leadership CSFs for Finnish strategic projects are:
1. Structured Front-End Governance that Ensures Clear Concepts Early Alignment,
and Systematic Appraisal (Mackhaphonh et al., 2021; Kuchta et al., 2023)
2. Governance Mechanisms That Link Project Goals to Multi-Criteria Success, Mak-

ing Trade-Offs Between Efficiency, Effectiveness, Relevance, Sustainability, Value
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for Money, and Wider Societal Effects Explicit (Volden & Welde, 2022; Du et al.,
2023)

3. Processes for Managing Shifting Goals Within Legal Constraints Including Trans-
parent Decision Gates and Documented Scope Revisions (Bourne et al., 2023; Act
on Public Procurement and Concession Contracts, 1397/2016)

4. Interactive and Learning-Oriented Risk Governance Supported by Open Dialogue,
Cross Functional Communication and Continuous Updating of Risk Information
(Andersen & Young, 2023; Kuchta et al., 2023)

5. Transformational and Relational Leadership That Enhances Collaboration Across
Organizational and Sectoral Boundaries and Complements Formal Contracts in
PPP and Hybrid Models (Fareed et al., 2025; Feng et al., 2022

6. Organizational Leadership Support for Sustainability, Digitalization and Public
Value Objectives, Combined With Strategic Management of Procurement at Or-
ganizational Level (Berg et al., 2022; Ministry of Finance & Association of Finnish

Local and Regional Authorities, 2023)

Although existing studies provide a good conceptual foundation, no study examines the
CSFs described above in the specific context of Finnish law and contracts. Therefore,
there is still an urgent need to empirically investigate how Finnish practitioners perceive
and implement governance and leadership in their strategic projects and how they view
the CSFs described above impact the six success criteria in practice. This constitutes a
central motivation for the empirical part of the thesis and serves as a transition to the

next section on procurement strategy and capability.

2.2 Procurement Strategy and Capability

Procurement Strategy & Capability represents an area of great significance to strategic
projects in the public sector. Procurement strategy & capability represents the manner
by which the needs of a project, legal obligations, and policy goals are converted into

procurement practices, contracts, and long-term supplier relations. It goes beyond



41

simply identifying the best procedure or contract type; it also includes aligning procure-
ment choices with multiple criteria for success (Efficiency, Effectiveness, Relevance, Sus-
tainability, Value for Money, etc.) and addressing wide-ranging societal impacts while
being subject to the rules of the act on public procurement and concession contracts
(1397/2016), standard terms of business of JYSE 2014 and JIT 2025, and oversight from

agencies such as the Finnish Competition and Consumer Authority.

The Procurement Capability (Skills, Organizational Routines, Institutional Learning) rep-
resents what enables a contracting authority to implement a strategy that supports com-
pliance with laws and achieving public values. Literature highlights the importance of
aligning procurement strategies with task characteristics for complex professional ser-
vices. Granheimer et al. (2024) identified that when engineering tasks contain high levels
of uncertainty, are highly interconnected, and are knowledge-based, the use of rigid
fixed price contracts that include strict output controls can negatively impact quality,
increase risk related to suppliers, and create disputes. Conversely, flexibility in control
mechanisms such as process/social control, collaborative problem solving and using dif-
ferent types of contracts at different stages of a project can positively impact results of
a project and increase Innovation. These findings indicate that “Value for Money” in pro-
curement is more than simply minimizing prices. Instead, achieving “Value for Money”
requires alignment of incentives, control mechanisms, and contract types with degree

of uncertainty associated with the task and level of cooperation required.

The selection of the procurement procedure for each project should take into account a
logical evaluation of three different factors. Those three factors are: (1) Technical uncer-
tainty regarding the work being performed; (2) Asset specificity associated with the work;
and (3) Type and breadth of inter-organization collaboration that may be required to
achieve the desired objectives. According to the Ministry of Economic Affairs & Employ-
ment, 2021 many contracting authorities continue to use relatively unchanging price-
based tendering processes when it comes to the procurement of complex projects. Such

approaches significantly limit possibilities for obtaining favourable results, inhibit new
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and innovative solutions and do not allow for the creation of long-term value. Another
major success factor for contracting authorities when it comes to acquiring materials or
services is their ability to procure those items and/or services. As identified by Taheriruh
et al., 2025, there are four components of innovative public procurement capability.
They include market intelligence; functional specification skills; dialogue competence;
lifecycle costing; and post-award contract management. Authorities capable of utilizing
these competencies will thus be able to define their requirements early in the project
development process; interact with the possible supply base at an earlier juncture than
they might otherwise experience; choose from the most applicable procedures; and ef-

fectively manage contracts over their lifespan.

Additionally, as demonstrated by the KEINO report Developing together: the Finnish way
of promoting sustainable public procurement, organizations that have centralized pro-
curement departments, cross-functional collaboration, and strategic leadership are gen-
erally more successful at incorporating sustainability criteria and advanced procedures

(e.g. competitive dialogue, innovation partnerships) in their projects (Berg et al., 2022).

On the other hand, the Ministry of Economic Affairs and Employment, 2021 demon-
strates that smaller municipalities are often resource-constrained, and as such, they do
not have the same level of capability as larger municipalities. The lack of resources and
the inability to collaborate across departments limit the ability to meet the expected
levels of effectiveness, relevance, sustainability, and societal impacts, even when the
contracting authority meets all of its legal requirements (Ministry of Economic Affairs

and Employment, 2021).

Legal and Contractual Frameworks The legal and contractual frameworks within which
contracting authorities operate shape their operational space to pursue a desired pro-
curement strategy. The Procurement Act (1397/2016), the JYSE 2014 (and the JIT 2025)
Standard Terms and Conditions provide contracting authorities with transparency, equal

treatment and legal certainty. They can however lead to cautious behaviour. Capability
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studies and monitoring reports show that many contracting authorities tend to opt for
processes that they consider 'safe’, e.g. open procedures with simple selection criteria,
whereas alternative, possibly more flexible options (competitive dialogue, negotiated
procedure, etc.) could better meet the actual needs of each individual project (Ministry
of Economic Affairs and Employment, 2021; Taheriruh et al., 2025). A consequence of
this tendency towards using low-cost criteria, little opportunity for dialogue and rigid
application of standard conditions, is that it reduces the potential for contracting author-
ities to realise long term effectiveness, relevance, sustainability and added value for
money, especially in projects that call for iterative development, innovation or lifecycle

management.

Research into sustainable and circular procurement demonstrates possibilities and chal-
lenges related to the creation of more complex procurement strategies. Lingeard and
von Oelreich (2023) describe how switching from a conventional purchase model for fur-
niture to a circular service contract model can support reuse, reduce waste and generate
lifecycle value. This can only happen, however, when the purchaser has sufficient capa-
bilities to create, execute and monitor advanced contracts, and to encourage supplier
dialogue. Lingeard et al. (2021) have shown that integrated long-term contracts for in-
frastructure that include circularity requirements can improve sustainability and life cy-
cle performance. These types of contracts require sophisticated specification design,
monitoring and early market involvement. Trevino Lozano (2021) shows how limited
availability of data, limited guidance and limited monitoring capacity may result in inef-
fective implementation of social criteria, including human rights criteria, in tender doc-
uments for road infrastructure projects. Likewise, capability constraints are reported in
Finnish monitoring reports where social-sustainable criteria are either poorly utilized or
poorly implemented (Ministry of Economic Affairs and Employment, 2021). Overall these
studies demonstrate that in order to achieve broader societal benefits beyond establish-
ing criteria there must be strategic and operational capability to apply those criteria dur-

ing the entire lifetime of the contract.
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The procurement strategy for Digital and IT-procurements is mainly affected by the need
to manage risks and adaptability. Hua (2025) has demonstrated that traditional water-
fall-style procurements - characterized by complete upfront specifications and fixed-
price contracts - are unsuitable for procuring projects with rapid changes in require-
ments and technologies. However, incorporating agile elements through staged con-
tracting, iterative deliveries and outcome- or function-based specifications can positively
affect the effectiveness, relevance and value-for-money of projects. However, the de-
scribed hybrid approach puts significant demands on the procurers' capabilities. Con-
tracting authorities need to have the capability to specify functional requirements, for-
mulate incremental payment schemes, use agile methods while at the same time main-
taining transparency and treating all bidders equally as required by the Procurement Act
(1397/2016) and the security and interoperability requirements contained in JIT 2025.

Research on PPP-procurement provides further insights into how the procurement strat-
egy influences the performance of PPP-projects. Fathi (2024) identifies risk allocation,
clarity of contracts and communication as three major success factors for PPP-success.
Feng et al. (2022) demonstrate that government relationship orientation and project
governance influence sustainability outcomes in PPPs. Almarri and Boussabaine (2025)
emphasize the importance of suitable risk-sharing arrangements, transparent and com-
petitive bidding, clear performance specifications and robust governance arrangements
as essential factors contributing to successful implementation of Smart City Infrastruc-
ture PPPs. Thai et al. (2025) highlight the importance of capable public sponsors, uniform
legal frameworks and adequate oversight mechanisms in order to guarantee both eco-
nomic efficiency and sustained service quality in PPP-infrastructure projects. Since PPPs
are still rarely applied in Finland and due to PPPs being politically relevant in Finland,
these studies suggest that increased utilization of PPP-delivery models requires that the
procurement authority possess sufficient procurement capability to design contracts
balancing the interests of public and private entities as well as creating performance in-
centives and risk-sharing arrangements compatible with the goals of the public entity.

As far as the six success factors for procurement described in Chapter 2.1 are concerned,

both procurement strategy and procurement capability determine all aspects of all six
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success factors. For example efficient procurement and obtaining the best possible
value-for-money depend on whether the chosen contract type, control mechanism, in-
centive scheme is suited for characteristics of tasks and their respective risk profiles
(Granheimer et al., 2024; Lingeard et al., 2021). Effectiveness and Relevance of procure-
ment depend upon the competence of organizations to identify problems, produce de-
scriptions of required functions, participate in market dialogues, assess alternatives for
implementing procurements so that procurements do not only provide formal outputs
but also meet real needs. Sustainability and other external effects of procurement de-
pend on the competence to integrate environmental, social and human rights objectives
into evaluation criteria of contracts as well as into contracts themselves so that they can
be monitored and enforced over contract duration (Trevino Lozano, 2021; Lingeard &

von Oelreich, 2023).

The body of literature provides evidence that the key procurement strategy and capabil-

ity CSFs for Finnish strategic projects are:

1. Fit between the contract form, control mode and task uncertainty, as well as the ca-
pacity to apply more flexible or relational forms of contract when there is a high degree
of uncertainty associated with the task (Granheimer et al., 2024).

2. Organizational capability to engage with stakeholders early in the project life cycle
through market dialogue and discussions about the need, feasibility and potential inno-
vations before tendering (Taheriruh et al., 2025; Lingegard et al., 2021).

3. Ability to develop and utilize advanced procedures and award models (for example
competitive dialogue, innovation partnership, MEAT criteria), while adhering to the re-
quirements outlined in Act 1397/2016.

4. Capability to define, implement and monitor sustainability and social criteria for the
entire duration of the contract (not just at tendering), and not only during the initial

stages of the project (Lingegard & von Oelreich, 2023; Trevifio-Lozano, 2021).
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5. Capability to carry out and oversee IT and digital procurements through the use of
agile or hybrid approaches that comply with procurement legislation and JIT 2025 (Hua,
2025).

6. Strategic leadership and the necessary support mechanisms (such as KEINO-type net-
works) to assist contracting authorities in making the transition from a narrow focus on

achieving the lowest price to multi-criteria procurement (Berg et al., 2022).

There are no studies contained within the current corpus of research that either develop
or test a Finland specific CSF framework for procurement strategy and capability under
the constraints of Act 1397/2016, JYSE, JIT and national oversight. This lack of research
is what motivated the empirical web-form survey with Finnish procurement profession-

als in this thesis.

2.3 Risk and Front-End Planning as Critical Success Factors

Strategic public sector project planning and front-end risk management is one of the
most important aspects of CSFs for strategic public sector project development. All of
this occurs within a legally mandated procurement system with strict rules of the pro-
curement act 1397/2016 governing what can be done at the option assessment phase
and in the pre-contractual phase as well as with additional provisions and standards con-
tained in JYSE 2014 and JIT 2025, which provide the basis for allocating risks and defining
roles and responsibilities post-contract formation. These strategic projects are also ex-
pected to achieve success criteria across multiple dimensions such as efficiency, effec-
tiveness, relevance, sustainability, value for money and broader social implications.
There is considerable literature on planning-phase uncertainty, front-end governance,
enterprise risk management, collaborative contracting, Public Private Partnerships
(PPPs), and circular procurement all of which demonstrate that many of these outcome
measures are determined by decisions made prior to the commencement of implemen-

tation (Kuchta et al., 2023; Mackhaphonh et al., 2021).



47

2.3.1 Foundations of Risk, Uncertainty, and Front-End Decision Quality

The literature indicates that there is an inverse relationship between the amount of un-
certainty present at the conceptual stages of a public project and the overall success of
the project in terms of its multiple measures of success. Five categories of planning-
phase uncertainties were determined by Kuchta et al. (2023): Vague Objectives; Ambig-
uous Information; Changing Stakeholders Expectations; Politically Volatile Conditions --
All of these were shown to have a significant effect on project performance through Cost
Over-runs; Schedule Delays; and Under-Delivered Benefits. Uncertainty can exist outside
the Technical Specifications of Project Design and include such things as defining the
problem or issues being addressed; determining what type of project to develop; and
identifying how the project will be implemented -- All of which can have a direct influ-
ence on both Efficiency of the Project, Value-for-Money, Overall Effectiveness and Soci-

etal Impact of the Project.

Additionally, the Literature regarding Front-End Governance indicate that Success is de-
pendent upon the degree to which the correct project is developed and defined during
Concept Phase. Support for this Position has been provided through Mackhaphonh et
al.'s (2021) Development of A Front-End Governance Framework for a Large Scale Public
Project located in Laos. Additionally, Mackhaphonh et al. (2021) Identified Two Broad
Categories of Assessments Used to Evaluate the Success of a Project: First, Measures of
Project Management Success (Time; Cost; Quality); Second, Measures of Public Value
Based Upon Three Related Dimensions: Relevance; Sustainability; and Effectiveness. Suc-
cess is Achieved When Needs Analysis; Systems Analysis; and Decision Making Pro-
cesses/Processes are Applied to Determine Whether Project Objectives Align with
Broader Societal Priorities Collectively, the literature reviewed above indicates that
front-end decision quality is a key Critical Success Factor (CSF). Decisions made in the
early stages of a project regarding objectives, scope, delivery model, and governance
structures establish path dependencies that can be difficult to reverse at a later date in
a project. Although there are no specific numeric estimates provided in the literature

reviewed as to the degree to which early stage decisions influence lifecycle outcomes,
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the findings of both Kuchta et al. (2023) and Mackhaphonh et al. (2021) indicate that
front-end decisions have a disproportionate effect on performance in the later stages of

a project across all six success dimensions.

In Finland, front-end planning is an analytical process as well as a legal one. All functional
requirements, selection criteria, evaluation models, and contract forms used in front-
end planning must conform to the provisions of the Procurement Act (1397/2016). This
enables greater transparency and equitable treatment; however, it also means that
front-end decisions concerning the types of contracts to utilize in a project (e.g., a de-
sign-build contract, an alliance, or a service contract with performance-based payments)
are subject to formalized procedures. Therefore, front-end risk and planning activities in
Finland are not simply informal preparatory steps; rather, they are part of the formalized
governance structure associated with public investment and must be planned within the

context of applicable laws and regulations.

2.3.2 Early Planning Failures as Drivers of Downstream Problems

The existing body of literature clearly shows that the main cause of project failure at the
planning stage is early-stage weaknesses. As a consequence, the majority of project fail-
ures happen at this point rather than at later stages. Kuchta et al. (2023), for example,
have shown that uncertain goals, politically unstable expectations and unspecified con-
cepts can all generate changes to the scope of a project, rework and greater conflicts
among stakeholders as a project progresses. These early-stage problems create ineffi-
ciencies in terms of both cost and time for a project and also inefficiencies in terms of its
overall effectiveness to achieve the intended outcomes. Additionally, these early-stage
problems always determine if a project continues to remain relevant to meet the need
it was initially intended to meet.

Thirdly, another approach has been put forth in the form of the Laos Front-End Govern-
ance case study. Mackhaphonh et al. (2021) indicated that when projects begin without
first systematically assessing their needs; aligning them to the appropriate national or

regional developmental strategies; or evaluating possible alternative solutions, then
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these projects will likely become "white elephant” investments which provide little to no
meaningful social or environmental results. Therefore, Mackhaphonh et al. (2021) indi-
cate that during the planning phase of a project, the following three factors should be
assessed to ensure selected projects are not just relevant but sustainable: Concept As-
surance; Systematic Goal Setting; and Stakeholder Involvement throughout all phases of
a Project. Although there are similarities between Finland’s Strategic Projects and the
findings presented above regarding issues related to Finland’s Strategic Projects are due
to the different institutional contexts. On one hand, the mechanisms of strong legalism
and oversight provided by the Procurement Act (1397/2016); Act on the Openness of
Government Activities (621/1999); etc., and institutions like the National Audit Office
and the Finnish Competition and Consumer Authority, provide good documentation
practices and formal procedure compliance. On the other hand, these mechanisms may
mitigate some of the risks associated with strategic projects (e.g. corruption/arbitrary
decision making). However, these mechanisms may support creating an environment in
which attention shifts from assessing the quality of the problem definition and concep-
tual choice, toward documenting procedures. Documentation will therefore be seen as
an end in itself, as opposed to a tool to facilitate critical thinking and reflection. Smaller
contracting authorities experience challenges in developing structured front-end anal-
yses because of limitations in time and resources available. Larger contracting authori-
ties formally develop structured front-end analyses. However, even though larger con-
tracting authorities formally develop structured front-end analyses, larger contracting
authorities’ ability to complete structured front-end analyses may be limited by having
numerous separate and often inflexible budget cycles and responsibilities across various
government agencies. Whether contracting authorities are large or small, it appears that
projects tend to begin procurement before the uncertainties associated with establish-
ing needs; selecting feasible alternatives; and assessing long term impacts are resolved.
Based upon a CSF view, early objective clarity; explicit uncertainty management; and
Concept Assurance appear to be key elements required to achieve success with Finland’s

Strategic Projects.
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2.3.3 Risk Allocation, Contract Choice, and Collaborative Front-End Models

Early-stage risk allocations related to contractual terms and formats may influence vari-
ous aspects of a project's operation. Aravindh et al. (2023) analyzed data from several
studies to demonstrate that using collaborative approaches along with an alliance con-
tract would be able to positively impact performance related to schedules, costs, stake-
holder satisfaction due to collaboration in addressing problems and shared risk. The re-
sults presented in these findings show that contracts based on models allowing contin-
uous learning and cooperative risk sharing may have additional benefits for increased
efficiency, good value, etc., as well as society.

Further research was conducted in the area of PPP. Fathi (2024), examined relationships
of risk allocation, communication and trust on the performance of PPP projects; while
Feng et al. (2022) demonstrated that government relationship and project governance
work together to achieve sustainable goals and complete PPP projects successfully. Thai
et al. (2025) indicated that there are three important factors including competence of
the public sponsor, clearness of roles and correct allocation of risk necessary for PPPs to
deliver long-term high-quality services. Overall, it appears from the studies provided pre-
viously that the risk allocation is not merely a technical matter but rather a front-end
governance decision that has significant influences on both the motivation of collabo-
rating parties and their ability to address emergent issues. In the Finnish context, JYSE
2014 and JIT 2025 establish default allocations of liability, warranty and responsibility for
reducing transaction costs in procurements but may result in traditional risk sharing pat-
terns being locked into place. The heavy reliance on fixed price contracts in Finland may
pass cost risks from the client to the supplier but may limit innovation and make it diffi-
cult to adapt to new information when it arises. While the initial efficiency benefits may
be evident this may ultimately impact the effectiveness and sustainability of the project.
Framework agreements and alliances are possible under Finnish procurement law but
need to be carefully planned at the front end of a project: the authority needs to explain
why they selected a particular approach, clearly state what criteria will be used to select
a contractor, and create a governance structure that is both compliant with the law and

encourages joint risk management. If the approach is tailored to the risks inherent in the
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project and its complexity then they can enable multiple criteria success, if they are
based on what is perceived to be the safest route to legal compliance or routine, then

they may achieve the latter but not necessarily the former and wider social benefit.

2.3.4 Dynamic Goals, Stakeholders, and Institutional Risk

Risk & Front end planning change. As the objective of the project evolves and expecta-
tions from outside stakeholders evolve. Bourne et al. (2023) identified that on large-
scale projects, the objective of the project does not always stay the same. A new set of
stakeholders can appear; the objective of the project can change because of a change in
government priorities or a change in the external environment. This can result in addi-
tional change orders, increased costs, or delayed completion. It can also lead to broader
considerations regarding how the public value created through this project. With regard
to CSFs, one should not assume that the objectives of a project will remain constant
through-out its life cycle. Thus, one needs to establish governance structures that can
address any potential changes that may occur through out the life of the project. In ad-
dition, according to Bourne et al. (2023), governance structures must include mecha-
nisms to facilitate adaptation and learning in the social context. Not only do you want to
create public value, but you also want to make sure your project is able to provide rele-
vant services to society and have a positive influence on society as a whole. Although
you may be producing considerable output relative to cost, if your project fails to adapt

to changing public needs, you will ultimately fail to generate long term public value.

The same types of pressure are present in all of the strategic projects in Finland. Specif-
ically in transport, digital infrastructures and climate change projects. For instance, Na-
tional Climate Policy, EU regulations, technology advancements and community requests
can affect stake holder expectations and continually evolve over extended periods of
time. However, most Finnish public projects follow a consistent framework governed by
statutory requirements and auditing processes. The benefit of using a consistent frame-
work and predictable auditing processes lies in their consistency and predictability. How-

ever, they also pose some limitations. When the objectives of a project evolve and there
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is no corresponding evolution of the governance structure, it may get “stuck” on dated
assumptions. Alternatively, such a situation will demand costly replanning efforts that
will additionally lower confidence in the project and diminish effectiveness in imple-

menting the project.

Mackhaphonh et al. (2021) recommend a systematic approach to front-end processes
including establishing goals, conducting a needs assessment, aligning with strategic ob-
jectives and reviewing those processes. Something similar can be achieved in Finland via
implementation of staged decision-making and regular assessments of needs, options

and risks as described in Act 1397/2016.

2.3.5 Implications for Finnish Strategic Projects

The literature on the uncertainties of the planning phase, front-end governance, risk al-
location, and moving goals provides insight into many of the risk and front-end planning

CSFs that are most relevant for Finnish strategic projects:

1. Well-defined and grounded objectives before procurement that have been developed
through structured analysis of alternative solutions and that are aligned with overall stra-
tegic objectives (Kuchta et al., 2023; Mackhaphonh et al., 2021).

2. A systematic approach to managing uncertainty in the planning phase that includes
typical underestimates of costs and risks and focuses on institutional, political, and long-
term operational risks as opposed to technical risks alone.

3. Integrated governance of risks in the front-end process with governance structures
and procurement strategy, so that the selection of contract type, control mode, and risk
sharing reflect both the complexities of the project and the societal goals that the project
aims to achieve (Aravindh et al., 2023; Fathi, 2024; Feng et al., 2022).

4. The fit between the distribution of risks, the selected contract model, and the com-
plexity of the project, and the willingness to utilize collaborative contractual forms or

phased contracts in situations where there is high levels of uncertainty.
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5. The utilization of market dialogue and feasibility analysis, as permitted by law, partic-
ularly when utilizing circular procurement or when aiming to achieve ambitious sustain-
able development objectives (Lingegard et al., 2021; Lingegard & von Oelreich, 2023).

6. Mechanism to allow for changes to "moving goals" while respecting the Procurement
Act, such as using staged decision making, documenting scope changes, and providing

open communication regarding changes to the project (Bourne et al., 2023).

These CSFs are easily mapped to the six success criteria. Front-end planning will provide
clarity on how to achieve cost-effectiveness or better value-for-money by reducing un-
necessary incremental expenditure. The ability to undertake an early risk governance
process will also minimize the creation of misaligned incentive structures. Conducting a
needs analysis, aligning strategy, and having processes in place to adjust objectives, will
provide relevance and create broader societal impact (i.e., the belief that project deliv-
erables address existing and emerging public sector needs). Early integration of environ-
mental and social risks into planning; as illustrated through the use of circular procure-
ment, will support sustainability. In general terms, the ultimate effectiveness of a project
is heavily influenced by the cumulative effects of these CSFs across all stages of a pro-
ject's lifecycle. While the above findings form the basis for developing a framework spe-
cific to Finland under Act 1397/2016, JYSE and JIT that includes CSFs related to front-end
planning and risk management, there are no study in the corpus that have developed a
framework for Finland integrating CSFs associated with front-end planning and risk man-
agement. It is based on this rationale that the Finnish practitioner survey utilizing a web-

based survey format was conducted in this thesis.

2.4 Digital and Data Governance as Critical Success Factors

The structure and operations of digital and data governance refer to the formalized prac-
tices and procedures through which public organizations obtain, deploy, use and collect
digital technology and data in order to meet their goals. In the case of a strategic project,
the definition of digital and data governance would include the development and de-

ployment of artificial intelligence (Al) and analytic tools, design of digital services,
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managing citizen access to and stewardship of data, ensuring data interoperability, main-
taining confidentiality of personal data, and integrating public values into all aspects of
public service. Studies examining the impact of Al, digital government, and data govern-
ance suggest that the implementation of digital technologies can significantly affect
whether or not they will result in increased efficiencies, effectiveness, relevance, sus-
tainability and cost-effectiveness of both public services and broader societal impacts.
Legislation related to the principles of digital and data governance in Finland is based
upon several key laws including the act on information management in public admin-
istration (906/2019), the act on the Openness of Government Activities (621/1999), and
the Procurement Act (1397/2016). The first two Acts provide definitions for how public
authorities should manage their information and define the rights citizens have to gain
access to their own information. The third act defines how digital systems must be pro-
cured by public authorities and describes how the decision making processes for algo-
rithmic decisions must be clearly documented and explained. Thus, for Finnish strategic
projects, digital and data governance is a "critical success factor" (CSF) because it repre-
sents where three critical elements -- legal requirements, technical capabilities, and pub-

lic values -- come together.

2.4.1 Digital Transformation, Al Adoption, and Public Values

Previous studies have shown how many different types of factors can affect the imple-
mentation and diffusion of Artificial Intelligence (Al) in public administrations: techno-
logical, organisational, institutional, and value-related. Positive enabling factors for im-
plementing Al include quality data, adequate IT infrastructure, sufficient management
support, and employee skills and readiness to implement Al. However, Madan & Ashok
(2023) have also described many negative obstacles to implementing Al in public admin-
istrations. For example, unclear strategies for the implementation of Al; insufficient ca-
pacity to implement Al; lack of clarity in respect of regulatory certainty; etc. Zuiderwijk
et al. (2021) have also identified concerns regarding the transparency, accountability, le-

gitimacy and bias of the Al-supported decision-making process. To make successful use
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of Al in public governance implies the explicit consideration of public values and legal
guarantees along side its technical performance.

From the CSF-viewpoint, the findings from the literature suggest that the success of a
strategic project aimed at realising strategic objectives through digital and data-govern-
ance will largely depend upon other aspects than just the type of technology used. No-
tably, the existence of a clear strategy for using Al; compliance with applicable law and
ethical guidelines; timely detection of possible risks and biases in Al; and deliberately
made value-based choices concerning fairness, transparency, and explainability. Only
when these conditions are met, could Al and analytics contribute to increased efficiency,
effectivity and value-for-money in public services. Poor governance, however, could un-
dermine the long-term applicability, feasibleness and wider societal relevance of Al and
analytics — particularly if Al produces transparent, biased or disputed results.

The conclusions drawn here also have far-reaching consequences for future strategic
projects in Finland. The Finnish legislation is based on three Acts that together impose
strict requirements. The Act on Information Management (906/2019) lays down specific
requirements relating to the architecture of public information systems, interoperability
and security. In turn, the Openness Act (621/1999) sets a high threshold for openness.
Together with the Public Procurement Act (1397/2016), these Acts imply that when de-
veloping new public service functions, including those using Al, will require rigid legal
standards governing data processing, documentation and liability for algorithms. One
key CSF for public organisations in Finland therefore is to translate the broad legal and
value-related framework requirements into concrete design solutions for their respec-
tive systems, procurement specifications and contracts — thereby allowing them to ben-
efit from the efficiency and cost-effective opportunities offered by Al and analytics whilst
protecting confidence in public services, legitimate control over these services and indi-
vidual rights. There are also issues with values related to digital partnerships. Breaugh et
al. (2025) surveyed PPPs (Public Private Partnerships) in order to further develop digital-
isation for the state. Their conclusion was that common values that are often cited as
desirable in establishing PPPs in order to promote digitalisation of governmental tasks

(e.g. openness, responsibility, involvement, equality) tend to be poorly represented in
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practice. As a result, public sector actors in PPPs for digitalisation are generally required
to strike a balance between competing interests relating to innovation, productivity and
added value — and maintaining democratic oversight and equal treatment in digital PPPs.
This understanding leads to the conclusion that digital PPPs relating to smart mobility or
social welfare technologies — among others — need CSFs that define roles and respon-
sibilities clearly; allow for sufficiently close supervision of algorithmic uses and data; pro-
vide feasible mechanisms for resolving disputes and granting redress — in order to pro-

duce multiple benefits rather than simply producing immediate financial gains.

2.4.2 Data Governance, Smart Cities, and Sustainability

The social ramifications of digital infrastructure vary depending upon how an organiza-
tion defines access to data, who owns the data, and how the data is managed; therefore,
it is evident that the way in which data governance is implemented is vital to the social
ramifications of digital infrastructure. Franke and Gailhofer (2021) note that the selec-
tion of data governance model will dictate what use of data is permitted, for what pur-
poses it can be utilized, and under what circumstances; in addition, they provide evi-
dence that each selection made in terms of regulation provides the opportunity to es-
tablish transparency, citizen participation, and environmental sustainability. Franke and
Gailhofer (2021) discuss four ideal types of data governance models (civic data rights,
proprietary, shared/open, and data stewardship); in addition, they also provide seven
data governance principles: data sovereignty, regulatory stewardship, transparency, sol-

idarity, sufficiency.

The critical success factors (CSFs) of data governance illustrate that the earlier decision-
making processes relative to architectural design, standardization, and roles of data will
significantly impact both the successful implementation of digital governance and data
governance. In order to achieve the three dimensions of effectiveness (the services op-
erate effectively at the organizational boundaries), relevance (the services meet the real
needs of citizens), and value for money (reducing waste by eliminating redundancy and

reducing lock-in), definitions of how data should be shared among organizations, defined
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roles and responsibilities for ensuring data quality, and mechanisms for citizen access to
data are essential. Furthermore, the selections made with regards to data governance
will have direct implications for sustainability and other societal ramifications; such as,
the structure(s) for sharing data can either encourage or discourage energy efficiency,
modal shift, and targeted social policy initiatives; however, if the structure(s) for sharing
data are opaque or exclusive then they will likely reduce public trust and reduce public

oversight of data usage.

Studies related to co-creating digital public services reinforce the above description.
Edelmann and Virkar (2023) illustrate that integrating environmental and social elements
into the design of digital public services requires increased engagement from a broader
group of stakeholders, longer term planning and coordination, and new forms of collab-
oration among public agencies, citizens, and firms. The co-creation process can promote
the long-term sustainability and legitimacy of digital services, but only when the process
is structured to foster continued engagement, capacity building, and learning over time.
Therefore, one of the data governance CSFs includes the ability to integrate sustainability
and participation into the design of data platforms, interfaces, and performance metrics,

and not treat them as an afterthought.

In addition to the above research results and the emphasis on transparency and infor-
mation management from the Finnish law and regulatory framework, another layer of
understanding is provided. For example, the Openness Act (621/1999) was passed to
encourage an open society through promoting public information and open data plat-
forms. The Information Management Act (906/2019) has similar provisions for digital
service providers requiring that their digital services are interoperable, secure and have
a complete lifecycle. Together with the Public Procurement Law (1397/2016), both the
Openness Act and the Information Management Act require that when making data gov-
ernance related decisions during procurements, they should include this within the con-
tract documents and specifications. Both of these regulations could promote efficiency

and value for money, but at the same time could restrict flexibility because if there is too
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much caution when interpreting legal and security issues it may limit the extent to which
changes or adaptations may be made to existing projects. Therefore one major CSF for
public sector organizations in Finland will be developing data governance frameworks
that provide compliance with legal requirements while also providing opportunities for
innovative solutions, collaborative work across organizations and long term sustainabil-

ity of data usage.

2.4.3 Digital Government Leadership and “Digital Champions

Research indicates that Leadership and Change Agency are the two primary factors that
Public Organizations have to address when encountering Obstacles in Digital Transfor-
mation. Wilson and Mergel (2022) conducted analysis of "Digital Champions" at Public
Organizations, identified Tactics employed by "Champions," (such as, Creating Cross-
Boundary Networks, Reframing Problems, Testing Small Scale Experiments, Gradually In-
stitutionalizing New Practices). In addition, Wilson and Mergel (2022) provided evidence
showing how digital champions function in Hierarchical Risk-Averse Environments and
that success of digital champions depends upon both Formal Authority and Informal In-

fluence.

In addition, to providing Common Criteria for Successes (CSF), this research emphasizes
that it is imperative to develop Digital Leadership Capabilities; these capabilities include
communicating Technical Possibilities as Compelling Organizational Narratives, Navi-
gating Political and Bureaucratic Barriers to Obtain Resources for Experimentation. Fur-
thermore, Digital Champions can contribute to increasing Efficiency and Effectiveness
through the creation of More Integrated Services and User-Centered Services; Digital
Champions can increase Relevance and Broader Societal Impact through Engagement
with Users and External Partners; and Digital Champions can contribute to Value for
Money by Redirecting Investment Away from Stand-Alone Duplication Systems toward

Shared Solutions (Edleman and Virkar, 2023; Wilson and Mergel, 2022).
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Furthermore, the Findings mentioned previously Relate Well to the Specifics of the En-
vironment in Finland Where Legalism and Audit Culture Dominate. As a result of the
Procurement Act (1397/2016), the Openness Act (621/1999) and the Information Man-
agement Act (906/2019) create an environment where Errors in Digital Projects Can Lead
to Complaints or Formal Review. Therefore, this may discourage Innovation and Risk Tak-
ing Especially in Smaller Municipalities That Do Not Have Specialized Personnel Capacity.
Therefore, under such circumstances, Digital Champions Who Are Aware of Both Tech-
nology and Legal Rules Constraints Can Likely Represent a Particularly Important Set of
CSFs. Digital Champions Can Interpret Regulations in a Way That Allows Controlled Ex-
perimentation (Such as Via Pilot Procurements Or Modular Contracting); Document De-
cision Making To Ensure Compliance With Accountability Requirements; And Build Inter-

nal Support for A More Collaborative Approach to Performing Work Using Data.

Additionally, another Source of Insight Comes From Studies On IT Public Procurement.
Hua (2025) Demonstrated That Success of IT Procurement Requires That Procurement
Teams Coordinate Processes of IT Procurement with Agile Development Methodologies;
Establish Close Relationships with Users and Vendors; And Manage Complex Environ-
ments for Risk and Oversight Associated with IT Procurement Successfully. Although
Cases Studied Were Not from Finland, Study's Findings Suggest That Digital Leadership
in Procurement — |.E. Readiness to Adapt Processes; Readiness to Participate in Modular
or Outcome-Based Contracting; and Readiness to Cooperate with Technical Teams — Is
a Csf for Multiple Criteria Successful Digital Projects. Therefore, for Finland, this implies
that Champion Roles Must Be Present in Not Only IT Divisions But Also Procurement
Divisions and Steering Committees So That Legal and Oversight Requirements Do Not

Block Need to Modify Procedures in Digital Projects.

2.4.4 Implications for Finnish Strategic Projects

The literature concerning Al, digital government, data governance and IT procurement

identifies a number of “Critical Success Factors" related to the digital and data
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governance dimensions of the above mentioned strategic projects of the Finnish Gov-

ernment. These are as follows:

1. The existence of frameworks for the use of artificial intelligence and data governance
that comply with public values and legal provisions of Act 906/2019, Act 621/1999 and
Act 1397/2016 and define clear transparency, accountability and requirements for man-

aging bias (Madan & Ashok, 2023; Zuiderwijk et al., 2021).

2. Roles and competences defined for data stewardship and interoperability so that suf-
ficient resources are made available to monitor and document data quality and security

within and between organisations (Franke & Gailhofer, 2021).

3. Common requirements for openness, interoperability and data sharing have been es-
tablished in the procurement process or through contractual agreements that allow the
application of JIT 2025 contract clauses to prevent vendor lock-in, and to enable future

reuse and integration of digital solutions ( Franke & Gailhofer, 2021) .

4. A mechanism has been developed to address the transparency, bias and accountabil-
ity of algorithms, which includes audit mechanisms, assessment mechanisms of the im-
pact of algorithms, and mechanisms to allow users to contest automated decision-mak-

ing processes (Zuiderwijk et al., 2021; Breaugh et al., 2025).

5. Digital champions and capable steering committees comprising representatives of law,
technology and strategy, who can exercise control over the experimental character of
pilot-testing of new methods for contracting, modularising digital systems and imple-

menting these in phases ( Wilson & Mergel, 2022; Hua, 2025) .

6. Involvement by stakeholders in co-designing digital services to guarantee that digital
services remain relevant, legitimate and sustainable over time (Edelmann & Virkar,

2023).
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7. Mechanisms have been implemented to prevent vendor lock-in and realise long-term
value from digital systems where applicable through open standards, data portability

and shared platforms (Franke & Gailhofer, 2021).

These CSFs are directly related to the six success dimensions defined in this research.
Digital and data governance that is well managed will provide improvements to effi-
ciency by automating and improving the reuse of data; improvements to effectiveness
by enabling integrated data-based services; improvements to relevance by enabling dig-
ital services to be designed in accordance with user needs and public values; improve-
ments to sustainability by managing energy, mobility and resource usage through data;
improvements to value-for-money through reducing duplicate work and lock-in; and
contributing to broader societal benefits by promoting transparency, citizen participa-

tion and trust in government.

However, the literature identified above has not produced a Finland specific CSF frame-
work for digital and data governance that relates to the Acts 906/2019, 621/1999, and
1397/2016 and utilizes standard contracts such as JIT 2025. The absence of a contextu-
ally focused guide further supports the rationale for conducting empirical web-form sur-

vey with Finnish practitioners as part of this thesis.

2.5 Sustainability and Public Value / Lifecycle Value as Critical Success

Factors

There has been an increased expectation from stakeholders of public value and sustain-
ability with regards to public sector projects. Sustainability is no longer just about mini-
mizing the environmental impact of an organization, it now also encompasses long-term
social and economic dimensions of sustainability from inception to end-of-life for all pub-
lic sector projects. This broader interpretation of sustainability is evident within the lit-
erature on projects (e.g., Lingegard et al., 2021; Lingegard & von Oelreich, 2023; Trevino-
Lozano, 2021; Du et al., 2023). In particular researchers conducting studies related to

circular/sustainable procurement, social sustainability, PPP performance and data-
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intensive smart cities systems indicated that environmental, social and economic im-
pacts require effective management throughout the life-cycle of each project (design to
end-of-life). As such, it would be beneficial to address both lifecycle aspects of public
value and sustainability as a cross-domain Critical Success Factors (CSF) which relate to
governance, procurement, risk and digital/data governance. Thus, sustainability,
cost/value for money and other wider societal implications would influence efficiency
and effectiveness in terms of lifecycle costs and benefits. Within Finland, these expecta-
tions occur in a legal/institutional environment emphasizing transparency, equality in
treatment and responsible use of public monies. The Procurement Act (1397/2016),
along with national policy objectives, highlight the importance of sustainable public pro-
curement. However, the Procurement Act does not elaborate on how to convert broad

sustainability aspirations into specific CSFs in strategic projects.

Sustainable public procurement (SPP) and circular public procurement (CPP) are two ap-
proaches that integrate sustainability and lifecycle thinking into procurement and con-
tracting. Research in the area of circular public procurement in infrastructure has
demonstrated that integrated long-term contracts can be developed to promote reuse,
reduce waste and improve the lifecycle performance of the project, as long as the con-
tracting authority has the knowledge and skills required to develop circularity require-
ments, measure the performance of their contractors and establish effective communi-
cation with their contractors (Lingegard et al., 2021). Similar results were found in stud-
ies on circular furniture contracts. While purchasing products on a single-use basis versus
creating service-based contracts can help promote reuse and waste reduction, the con-
tracting authority needs to have a good understanding of how to develop specifications
for their contracts, manage their contracts effectively and measure the performance of

their contractors (Lingegard & von Oelreich, 2023).

This suggests that sustainability-related CSFs are primarily influenced by the organiza-
tional knowledge and skills and governance structure of the contracting authority rather

than the technical characteristics of the solution. When contracting authorities have the
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knowledge and skills required to create lifecycle objectives, choose the most suitable
form of contract and measure the performance of their contractors, they will be better
positioned to develop projects that will achieve excellent levels of efficiency (resource
utilization), sustainability (environmental improvement) and value for money (long term
cost-benefit ratios). If contracting authorities do not possess the necessary knowledge
and skills to address these tasks, then their sustainability aspirations may remain sym-

bolic and have limited impact on the final outcome of the project.

Human Rights and Social Sustainability are also key elements of public value. Research
on procurement of road infrastructure has shown that merely including human rights
and social clauses in contracts is insufficient. Unless contracting authorities have a clear
vision of how these clauses can be enforced, unless they have reliable data and unless
they have the ability to monitor contractor compliance, these clauses will have little
practical impact (Trevino-Lozano, 2021). The same is true of Finnish monitoring data that
states that social sustainability criteria are employed differently and rarely monitored by
contracting authorities (Ministry of Economic Affairs and Employment, 2021). This
means that important aspects of the overall social effects of a project, e.g. labor condi-
tions, equality and impacts on communities, are not being consistently regulated as part

of the success of the project.

As seen from a CSF point of view, the challenge is to move from simply formalizing social
and human rights language in tender documents, to developing the organizational capa-
bilities to enforce, monitor and implement such requirements throughout the duration
of the contract. This has a direct influence on the relevance and wider social effects of a
project, since projects that neglect social effects, although they may be successful in
terms of efficiency and value for money, will not meet the broader constitutional and

policy goals of society.

The literature on PPP and Smart Cities examines the relationship among Public Value,

Sustainability and Governance. Feng et al. (2022) find that when governments are more
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relationally oriented in their relationships with stakeholders, they achieve higher levels
of Social and Environmental Sustainability and traditional performance metrics. Almarri
and Boussabaine (2025) identify Financial Sustainability, Partnerships, Collaboration,
Smart Integration and Contract Governance as critical for creating a balance among In-
novation, Environmental Objectives, Social Benefits and Economic Viability for successful
Smart City PPPs. Du et al. (2023) outline frameworks for measuring the Sustainable Op-
erations of Transport PPPs through the combination of Life Cycle Efficiency, User Service

Quality and Environmental Indicators (e.g. Emissions and Resource Use).

Together, the research demonstrates that the realization of sustainability and public
value in complex contractual environments depends upon how the risk allocation, per-
formance measurements and relational governance are defined and executed. They af-
fect all six success criteria: efficiency and value for money via lifecycle performance; ef-
fectiveness and relevance via alignment with policy goals; sustainability via environmen-
tal and social outputs; and wider social effects via trust, fairness and long term develop-
mental impacts. For Finland, where the use of PPP-type delivery models is selective and
highly scrutinized, the research indicates that CSFs concerning sustainability must be
adapted to be compatible with the strict procurement and oversight rules that apply in

Finland.

Digitalization and Data Governance have an equally important role to play in the achieve-
ment of Sustainability and Public Value. There is considerable evidence from research
into Al in Public Administration, that the availability of data, the capacity for analysis and
the structure of governance can lead to improvements in the efficiency and effectiveness
of Public Administrations, but may also be associated with concerns about transparency,
bias and legality (Madan & Ashok, 2023; Zuiderwijk et al., 2021). Research into Data Gov-
ernance in Smart Cities has highlighted how decisions taken about the access rights to
data, when it should be accessed and why it should be accessed will affect the degree of
Environmental Sustainability, Citizen Participation and Trust within those Smart Cities

(Franke & Gailhofer, 2021). Co-creation research in the area of Digital Public Services has
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found that including all relevant Stakeholders in the design of Digital Services and explic-
itly considering the Environmental and Social implications of the Design Process can pro-
mote Long Term Sustainability and Legitimacy of Digital Systems (Edelmann & Virkar,
2023). The availability of Digital and Data Options for Contracting Authorities in relation
to Strategic Projects in Finland is however limited and constrained by two legislative Acts:
the Act on Information Management in Public Administration (906/2019) and the Act on
the Openness of Government Activities (621/1999) which amongst many other require-
ments mandate Interoperability, Data Security and Openness. These mandates can sup-
port the realization of sustainability and social impacts (e.g. provide data for planning
Energy or Mobility), while simultaneously requiring that the digital sustainability and
public value are formulated as tangible design principles, procurement standards and
governance frameworks. The CSFs in this context are therefore the ability to identify
open interfaces, data-sharing standards, and accountability mechanisms that support

both sustainability objectives and legal compliance.

Examples of national initiatives in Finland illustrate both the development of new
themes and the shortcomings of current initiatives in terms of Digital Sustainability and
Public Value. KEINO's initiatives related to sustainable and innovative public procure-
ment (KEINO Academy, thematic buyer groups) have given some organizations the op-
portunity to develop more strategic approaches to sustainability, create peer-to-peer
networks and pilot new procurement models (Berg et al., 2022). The national reports on
sustainable and innovative public procurement indicate that KEINO's initiatives have
raised awareness among several sectors, e.g. Construction and Energy, concerning envi-
ronmental criteria and lifecycle considerations (Ministry of Economic Affairs and Employ-
ment, 2021). However, these reports also emphasize that the extent of implementation
of these initiatives vary greatly among contracting authorities, where smaller contracting
authorities tend to lag behind considerably; that there is very little systematic follow-up

of sustainability and social effects after contracts have been signed.
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In summary, sustainability and public value represent a CSF domain that intersects with
all project phases and with the other CSF domains described in this thesis. Sustainability
and public value are closely related to sustainability, value for money and wider societal
effects, but they also affect efficiency, effectiveness and relevance, through lifecycle per-
formance, legitimacy, and alignment with policy goals. In the Finnish context, where con-
tracting authorities are expected to operate in a strictly regulated environment, the main
challenge is to incorporate sustainability and public value objectives into the governance,
procurement, risk management and digital/data management activities in a manner that

is compliant with legislation and feasible in practice.

In light of these factors, some of the most important Sustainability and Public Value Cri-

teria for Finnish Strategic Projects in the Public Sector can be summarized as follows:

1. Capability to establish and coordinate Circular and Lifecycle-Oriented Contracts, which
support a sustainable approach and contribute to achieving best value for money, by
enabling the formulation of circularity conditions, definition of lifecycle performance in-
dicators, and the maintenance of ongoing communication with suppliers throughout the

contract term (Lingegard et al., 2021; Lingegard & von Oelreich, 2023).

2. Ability to incorporate Environmental and Social aspects into the award decision-mak-
ing process and to include these elements into the Contract Management Process, be-
yond merely requiring them to be included in Tender Documents, and to clearly assign
and resource responsibility for tracking and follow-up (Ministry of Economic Affairs and

Employment, 2021; Trevifio-Lozano, 2021).

3. Capability to balance the achievement of Best Value for Money with Sustainability in
PPP and Smart-City type Projects through the appropriate distribution of risks, perfor-
mance standards and Relational Governance practices that support achieving long-term
Environmental and Social Outcomes (Almarri & Boussabaine, 2025; Feng et al., 2022; Du

et al., 2023).
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4. The ability to incorporate public values such as fairness, transparency, participation
etc. when integrating digital or data-intensive projects such as Al and smart city systems
with sustainability as well as society's broader impacts (Madan & Ashok, 2023; Franke &
Gailhofer, 2021; Zuiderwijk et al, 2021; Edelmann & Virkar, 2023).

5. Organizational capability to utilize KEINO-type support, networks and National Guid-
ance to transition from symbolic sustainability criteria towards the implementation of
lifecycle oriented management and continued development of Procurement Practices

(Berg et al., 2022; Ministry of Economic Affairs and Employment, 2021).

6. Strategic Leadership that views Sustainability and Lifecycle Value as core objectives
alongside Efficiency and Value for Money, and where organizational strategies, procure-
ment practices and project-level decisions are aligned with Finland's and EU's Sustaina-

bility Goals.

Although several examples of recent initiatives and cases have been developed, there
has yet to be an established Finland-specific CSF Framework that incorporates Sustaina-
bility, Public Value and Lifecycle Considerations within Procurement Law, Standard Con-
tracts and Oversight Arrangements. Therefore, this further emphasizes the necessity for
empirically based research that illustrates how Practitioners in Finnish Strategic Projects

evaluate and prioritize Sustainability-related CSFs in practice.

2.6 Finland-Specific Capability Evidence

The main part of the above discussion has focused on identifying CFS areas for public
sector strategic projects primarily based on international literature and supported by
Finnish examples. In this chapter we focus more specifically on capability evidence from
Finland itself. Finland has a comprehensive legislative and contractual basis for public
procurement, which includes the Act on Public Procurement and Concession Contracts

(1397/2016), the Act on the Openness of Government Activities (621/1999), the Act on
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Information Management in Public Administration (906/2019), and standard contractual
conditions such as JYSE 2014 and JIT 2025. As well as legal foundations for KEINO's work,
national oversight bodies — including the Finnish Competition and Consumer Authority
and the National Audit Office — add to transparency, fairness and predictability of pro-
cess within the legal frameworks for contracting with the state and the public sector
(Johanson et al. 2024; OECD 2024). On the other hand, this framework limits the scope
of action for managers and increases the perceived risk of complaints, which affects the
approach taken by organizations to issues such as governance, procurement, risk, digi-

talization and sustainability.

Programmes and initiatives aimed at developing capabilities have sought to mitigate
these risks. In addition, national guidance and capability centres have facilitated a tran-
sition in focus from simply being legally compliant in terms of the way that procurement
is conducted to conducting it strategically and based on the value created by the projects
(Berg et al. 2022). However, the available evidence still reveals that capabilities are un-
balanced between different sectors and levels of government and that the relationship
between the legal frameworks and multi-criteria success is not yet adequately under-

stood.

KEINO, the Competence Centre for Sustainable and Innovative Public Procurement, is a
prominent source of Finland-specific evidence of the existence of such capabilities.
KEINO's task is to support contracting authorities in their efforts to utilize procurement
strategically in order to achieve environmental, social and innovation objectives. KEINO
performs this function by way of the organization of the trainings, mentorship, buyer
groups and peer-learning networks, inter alia in the fields of the bioeconomy, circular
economy, digitalization, mobility, health and wellbeing (Ministry of Economic Affairs and
Employment, 2018; Berg et al., 2022). Evaluations of KEINQ's activities have shown that
contracting authorities participating in KEINO Academy and buyer groups are more likely

to adopt lifecycle perspectives, utilize advanced procurement procedures (such as
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competitive dialogue), and integrate sustainability criteria into procurement strategies

and tender documentation (Berg et al., 2022).

On the other hand, national monitoring shows that such advanced practices are not yet
commonly practiced. The Ministry of Economic Affairs and Employment, 2021 states that
while pilot projects and showcase procurements have demonstrated what is feasible,
most contracting authorities, particularly smaller municipalities, continue to use simple
procedures, award criteria that are dominated by price, and insufficient post-award fol-
low-up of sustainability commitments (Ministry of Economic Affairs and Employment,
2021). Such patterns have direct implications for the six success criteria mentioned ear-
lier. While contracting authorities may realize narrow value for money in individual pro-
curement transactions and thus achieve efficiency, effectiveness, relevance and sustain-

ability will remain under-realized if strategic and lifecycle aspects are poorly governed.

As further information about innovative public procurement capabilities within Finland
is added to the capability picture it will help define how these competencies have been
developed. A more recent conceptualisation of innovation procurement competency as
an aggregation of procedural, relational and enabling competences; i.e. market intelli-
gence, functional specifications, dialogue skills, lifecycle costing and strategic direction
(Taheriruh et al., 2025) indicate that the development of these competences relies heav-
ily on networks of competent actors, training and co-design processes. The authors of
the paper also indicate that the distribution of these competences varies greatly from
contracting authority to contracting authority. Contracting authorities that possess
greater levels of competence have a greater ability to link their procurement activity with
their strategic objectives, select the most suitable procurement method for each task,
manage the risks and potential innovations involved in each procurement and therefore
improve the overall effectiveness, relevance and value for money achieved through each
procurement. Additional national examples can also be found in research related to in-
novation contests and co-creation processes. Pihlajamaa and Merisalo (2021) studied

smart city hackathons held in Tampere and concluded that while they produce large
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numbers of ideas, only a small percentage of the total amount produced through hacka-
thons actually result in the production of tangible solutions such as procurement con-
tracts. As noted in previous research the successful transition of generated ideas into
procurement contracts or solution implementations were based upon formally defining
the problems being addressed through clearly articulated objectives, a defined strategic
framework and established formal processes to incorporate winning ideas into regular
procurement and project planning practices (Pihlajamaa & Merisalo, 2021). Therefore,
this study highlights the importance of establishing clear definitions for problems being
addressed along with ensuring that there is adequate follow through at an organizational
level as common factors that contribute to effective outcomes for innovation-related
projects in terms of achieving effectiveness, relevance and wider societal benefits.
In addition to the above mentioned sources of empirical evidence, national guidelines
and best practice frameworks document additional evidence-based understandings of
what is expected of contracting authorities in terms of developing necessary compe-
tences. The Ministry of Finance’s best practice document outlining a model for strategic
management of public procurement (the “22-steps” framework), highlights the need for
senior-management commitment, clearly-defined roles within the procurement func-
tion, strategic steering models, systematic utilization of data and integration of sustain-
ability objectives into procurement strategies (Ministry of Finance & Association of Finn-
ish Local and Regional Authorities, 2023). Innovation-procurement guidelines identify
that public procurement should aim to promote productivty, quality, sustainability and
effectiveness rather than merely aiming to lower prices (Ministry of Economic Affairs and
Employment, 2018). Although these documents connect procurement and project gov-
ernance with all six success criteria (effectiveness, relevance, sustainability, cost-effec-
tiveness, time-effectiveness and value-for-money), they relate to these criteria at a gen-

eral level and thus cannot be considered empirical tested CFS-frameworks.

In addition to the positive characteristics mentioned above there are a variety of weak-
nesses and capability gaps identifiable in the Finland-specific evidence. Capability stud-

ies conducted by the Ministry of Economic Affairs and Employment (2021), along with
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other capability studies identify that many contracting authorities implement the Pro-
curement Act in a risk-averse way and therefore utilize open competition procedures
based primarily on lowest-cost pricing in preference to alternative approaches (such as
competitive dialogue, negotiated procedures and innovation-partnerships) (Ministry of
Economic Affairs and Employment, 2021; Taheriruh et al., 2025). The OECD’s Annual Re-
port on Competition Policy Development in Finland (OECD, 2024), identifies fear of com-
plaints and subsequent legal disputes as a primary cause of caution when implementing
procurement strategies. This has led to a prioritization of procedural security in prefer-

ence to both innovation and broader public value.

The risk-averse nature of the Finnish public sector will likely hinder performance across
all four domains of CFS. For instance, the risk-averse attitude will probably reduce the
inclination of contracting authorities to formulate challenging sustainability criteria. In
addition, it may constrain contracting authorities' enthusiasm for engaging in early mar-
ket consultation to enhance their ability to manage risks and plan on the front-end. Fur-
thermore, the risk-averse attitude among contracting authorities will possibly lead to a
reduced interest in testing new forms of modular or outcome-based digital contracts
that could improve efficiency, effectiveness and relevance. Finally, the risk-averse atti-
tude toward digital contracts might divert focus away from developing competences
needed to monitor results and learn from experiences. This would likely worsen the pro-

spects of achieving sustainability, value-for-money and social impacts.

In general, Finland’s specific data shows an ambivalent image of capabilities regarding
public-sector strategic project delivery. A good legal and contractual basis for public pro-
curement and contract administration has been secured by Finland through its aim to
provide transparency, equal treatment, and predictable processes. Advanced practices
in sustainable and innovative procurement as well as national initiatives (KEINO etc.)
have developed islands of best-practice in terms of guidance documents outlining ex-
pectations for strategic management of procurement and projects. Nonetheless, there

are great disparities in the distribution of these capabilities within contracting
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authorities and sectors; specifically between large organizations and small municipalities.
There is an incomplete diffusion of state-of-the-art methods for procurement and lifecy-
cle-thinking, no systematic tracking of social and environmental impacts is conducted,
and contracting authorities still conduct public procurement according to the Procure-

ment Act with a high degree of risk aversion.

The following capabilities have been identified by the observations from the previous

sections and can be used to provide insight for the empirical section of the thesis:

1. Legal and Contractual Foundations: Strong legal and contractual foundations allow for
transparency and predictability within the purchasing process, however, these strong le-
gal and contractual foundations also limit the flexibility of decision-making at the begin-
ning of a project and the ability to adapt throughout a project (Johanson et al., 2024;
OECD, 2024).

2. Capability for Dialogue Based and Innovative Procedures: The capability to utilize dia-
logue based and innovative procedures varies among contracting authorities in Finland,
with most small contracting authorities utilizing traditional open procedures and price-
based awards for their contracts, even though there is government support for more
strategic contracting practices (Ministry of Economic Affairs and Employment, 2021;

Taheriruh et al., 2025).

3. Building Capability through KEINO and Competence Networks: Initiatives such as
KEINO and competence networks assist in developing procurement, sustainability and
innovation competency's among contracting authorities in Finland, however, the degree
to which contracting authorities participate in these initiative's is dependent upon re-
sources and selective, creating pockets of excellence versus a system wide improvement

(Berg et al., 2022).

4. Follow Up of Sustainability and Social Outcomes: Systematic follow up of sustainability
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and social outcomes after a contract has been awarded is limited, therefore limiting the
linkage between formal criteria and realized broader societal impact (Ministry of Eco-

nomic Affairs and Employment, 2021; Trevifio-Lozano, 2021).

5. Connecting Innovation Contests and Pilot Projects: The connection between innova-
tion contests and pilot projects and the procurement process and strategic objectives
vary, resulting in some loss of potential improvements in both effectiveness and rele-

vance (Pihlajamaa & Merisalo, 2021).

6. Oversight and Fear of Complaints: Fear of complaints and oversight encourages con-
tracting authorities to interpret the Procurement Act cautiously, which may favor proce-
dural efficiency and a narrow definition of value for money, however, this may hinder
contracting authorities from pursuing ambitious multi-criteria success (OECD, 2024).

The capability evidence from the previous sections identifies significant CSF’s and con-
straints related to the Finnish setting; however, the evidence is fragmented and domain
specific. Therefore, an integrated empirically supported CSF framework that addresses
governance and leadership, procurement strategy and capability, risk and front-end
planning, digital and data governance and sustainability under Finnish legal and institu-
tional conditions is required to address the identified gaps and is one of the primary

goals of the current thesis.

2.7 Integrated Finland-Specific CSF Framework (Synthesis)

Sections 2.1-2.7 have explained a multi-criteria approach to public sector project suc-
cess and discussed the five CSF domains of governance and leadership, procurement
strategy and capability, risk and front-end planning, digital and data governance, and
sustainability and lifecycle value and provided Finland-specific evidence of capability.
This section links together these components to provide an integrated CSF framework
for Finnish public sector strategic projects. The integrated CSF framework is designed to
connect the five CSF domains to the six success criteria under the legal and institutional

conditions established above.
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Literature on CSF frameworks for evaluating success in PPPs and infrastructure develop-
ment has created various CSF groupings such as legal and regulatory issues, financial and
economic issues, risk-related issues, public sector capacity, procurement-related issues,
stakeholder-related issues, and social or ethical issues (Al Saadi et al., 2024; Almarri &

Boussabaine, 2025; Fathi, 2024; Thai et al., 2025).

Megaproject governance research demonstrates how formal structures, stakeholder en-
gagement, and evolving goals combine to influence both project performance and soci-
etal impacts (Bourne et al., 2023). Public project multi-criteria evaluation frameworks,
for example, those developed by Volden and Welde (2022) distinguish public project
management success from public value, and assess both using a set of structured criteria.
These models demonstrate that CSFs can be grouped into coherent domains and related
to multiple performance dimensions. However, they were developed for a specific legal
regime and procurement law, information management, standard contract terms and
oversight regimes that were investigated in the current study. Therefore, the study de-
velops an integrated framework that is specifically grounded within the regulatory envi-
ronment of Finland and uses the six success criteria as a common performance lens.
From a conceptual perspective, the proposed integrated CSF framework can be seen as
consisting of three interlinked layers. The context layer includes the legal and institu-
tional environment in which all strategic projects are conducted: the Procurement Act
(1397/2016), the Act on the Openness of Government Activities (621/1999), the Act on
Information Management in Public Administration (906/2019), standard terms, such as
JYSE 2014 and JIT 2025, and oversight from entities like the FCCA and the National Audit
Office (Johanson et al., 2024; Ministry of Finance & Association of Finnish Local and Re-
gional Authorities, 2023; Johanson et al., 2024). These tools establish rules and regula-
tions for governance, procurement, risk, digitalisation and sustainability, and thus frame

what is legally permissible in relation to these areas of the project.

The domain layer comprises the five CSF domains identified in previous sections.
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Governance and leadership relate to formal structures, decision-making processes, and
leader behaviour influencing alignment, accountability, and collaboration (Bourne et al.,
2023; Mackhaphonh et al., 2021; Fareed et al., 2025; Feng et al., 2022; Andersen & Young,
2023). Procurement strategy and capability include the degree of fit between proce-
dures, contract types, and task characteristics and the organisational competence for
market dialogue, specifications, and contract management (Taheriruh et al., 2025; Gran-
heimer et al., 2024; Lingegard et al., 2021; Berg et al., 2022). Risk and front-end planning
include problem definition, analysis of alternative solutions, risk allocation and mecha-
nisms for addressing changing goals (Thai et al., 2025; Kuchta et al., 2023; Mackhaphonh
et al., 2021; Aravindh et al., 2023; Fathi, 2024; Bourne et al., 2023). Digital and data gov-
ernance include frameworks and standards for artificial intelligence and data governance,
interoperability, openness, and digital champions (Hua, 2025; Madan & Ashok, 2023;
Franke & Gailhofer, 2021; Edelmann & Virkar, 2023; Wilson & Mergel, 2022; Zuiderwijk
et al., 2021). Sustainability and lifecycle value relate to circular procurement, social sus-
tainability and longer term public value throughout the project lifecycle (Berg et al., 2022;
Lingegard et al., 2021; Trevifio-Lozano, 2021; Feng et al., 2022; Almarri & Boussabaine,
2025).

The Outcome Layer — Six Success Criteria —
Efficiency, Effectiveness, Relevance, Sustainability, Value for Money, Wider Societal Im-
pacts. All six Success Criteria are affected by each of the five CSF Domains. However,

different Success Criteria are more heavily influenced by specific Domain(s).

1. Governance and Leadership significantly impact Relevance, Effectiveness and Wider

Societal Impacts.

2. Procurement Strategy and Capability have the most significant effects upon Efficiency,

Value for Money and Sustainability.



76

3. Risk and Front End Planning mostly impact how effectively the right Projects are iden-

tified and defined as Projects.

4. Digital and Data Governance both positively and negatively impact Efficiency, Effec-
tiveness and Wider Societal Impacts through their positive/negative impacts on trans-

parency of Service Delivery.

5. Sustainability and Lifecycle Value have direct relationships to Sustainability, Value for
Money and Wider Societal Impacts. They have indirect relationships to Efficiency and

Effectiveness due to Project Lifecycle Performance.

In addition to these Direct/Indirect Influences there are Interactions/Cross-Domain Pat-
terns within this Framework. Front End decisions about Governance, Risk Management
and Resource Allocation can limit Procurement Choices and Digital/Data Arrangements
at Later Stages of a Project (Kuchta et al., 2023; Mackhaphonh et al., 2021; Andersen &
Young, 2023; Bourne et al., 2023). If an early stage problem statement is narrowly de-
fined and alternatives are limited, then the traditional contract model has little room for
Circular/Digital Innovations. Conversely, if Uncertainty, Stakeholder Needs and Sustaina-
bility Goals are Recognized Early enough, then Collaborative Contract Forms, Staged Pro-
curements and Modular Digital Architectures may be Adopted. There are close ties be-
tween Procurement Strategy/Capability and Digital/Sustainability Governance. The Abil-
ity to Create Long-Term Contracts that Integrate Multiple Components, along with the
Ability to Engage in Meaningful Market Dialogue will Influence the Degree to Which En-
vironmental and Social Objectives can be Embedded and Enforced Over Time (Hua, 2025;

Lingegard et al., 2021; Trevifio-Lozano, 2021).

Similarly, the specifications of Openness, Interoperability and Data Sharing in Tender

Documents and Contracts can Impact the Degree to Which Digital/Data Governance
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Principles are Implemented in Practice (Franke & Gailhofer, 2021; Edelmann & Virkar,

2023).

Choices related to Procurement Strategy/Capability and Digital/Data Governance can
concurrently impact multiple Success Criteria such as Efficiency, Value for Money, Sus-
tainability and Wider Societal Impacts. Relational Governance and Leadership are Inter-
domain Concepts. Relational Leadership can Enhance the Effectiveness of Formal Gov-
ernance Systems. Relational Leadership can Increase Cooperation Among Parties In-
volved in Joint Risk Management. Relational Leadership can Facilitate Digital and Sus-
tainability Collaborations (Wilson & Mergel, 2022; Edelmann & Virkar, 2023; Feng et al.,
2022). Poor Relational Leadership can Result in Ineffective Implementation of Formally

Established Governance Systems.

This emphasizes that CSFs should be viewed as a system and not as separate lists: clear
definitions of the scope of projects, effective market engagement, good risk governance,
proper digital stewardship, and effective sustainable practices are mutually reinforcing if
coordinated, and they are mutually undermining if they are not coordinated.
Section 2.7 Finland-specific capability evidence demonstrates that, although there are
established legal foundations, guidelines, and capability programs for advanced CSFs,
the usage of the latter varies significantly among different agencies and municipalities
(Ministry of Economic Affairs and Employment, 2021; Berg et al., 2022; Taheriruh et al.,
2025; Pihlajamaa & Merisalo, 2021). There are examples of advanced CSFs being applied
in some agencies and municipalities (Pihlajamaa & Merisalo, 2021), while in others ad-
vanced CSFs are not being utilized (Berg et al., 2022; Taheriruh et al., 2025). In Finland,
while the strict procurement laws combined with the active monitoring by procurement
authorities promote caution in public procurement practices, it also discourages public
organizations from testing alternative governance models or contract forms (Act on Pub-
lic Procurement and Concession Contracts, 1397/2016; OECD, 2024). Therefore, the po-
tential of the integrated CSF system to positively impact all six success criteria is not be-

ing realized.
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The new, integrated CSF framework used in this thesis combines literature based and
context sensitive approaches. The framework includes Finnish specific legal constraints
and capability patterns but also reflects the international evidence regarding CSFs as well
as evaluation frameworks. While it is a conceptual/analytical model (not an empirical
one), the empirical portion of the study will use the CSF framework for developing the
themes for the web-form survey and for the analysis that identifies which CSFs are con-
sidered by practitioners to be the most important, and how those priorities are devel-

oped and implemented in practice.

This study’s integrated CSF framework is comprised of six categories of CSFs based on
Kuchta et al. (2023), Mackhaphonh et al. (2021) and Andersen & Young (2023) who have

identified the following key themes:

Cluster 1: Front-end Governance, Risk and Strategic Alignment — The CSFs related to de-
fining a clear problem statement, identifying alternative solutions, ensuring that the so-
lution aligns with the organization's strategy, and establishing an initial risk governance
process while complying with the requirements outlined by Acts 1397/2016, 621/1999
and 906/2019.

Cluster 2: Procurement Strategy and Market Engagement — The CSFs that relate to the
fit between the delivery model and the controls required to ensure that the tasks asso-
ciated with that delivery model are performed effectively; using dialogues and innova-
tive methods to identify new solutions; designing contracts that will enable both lifecycle
performance and innovation; Granheimer et al. (2024), Taheriruh et al. (2025); Lingegard

et al. (2021).

Cluster 3: Digital and Data Stewardship — The CSFs that relate to developing an Artificial
Intelligence (Al) framework and a data governance framework to enable interoperability,

openness and responsible data use while complying with information management and
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openness legislation; Madan & Ashok (2023); Zuiderwijk et al. (2021); Franke & Gailhofer
(2021); Hua (2025).

Cluster 4: Sustainability and Lifecycle Management — The CSFs that relate to circular pro-
curement, social and human rights clauses, and monitoring environmental and social
performance over time while embedding them into the contract and governance ar-
rangements; Lingegard & von Oelreich (2023); Trevifio-Lozano (2021); Feng et al. (2022);
Berg et al. (2022).

Cluster 5: Leadership and Relational Governance — The CSFs that relate to transforma-
tional leadership, cross-boundary collaboration, government relations orientation in
PPPs, and the role of digital champions in facilitating change; Fareed et al. (2025); Feng
et al. (2022); Wilson & Mergel (2022); Edelmann & Virkar (2023).

Cluster 6: Capability Building and Learning Mechanisms — The CSFs that relate to devel-
oping competence, creating networks, and developing feedback loops such as KEINO and
other national programs which provide continued improvements in procurement and
project governance; Berg et al. (2022); Taheriruh et al. (2025); Ministry of Economic Af-

fairs and Employment, 2021.

These categories provide the theoretical basis for conducting the empirical research and
will guide the formulation of the questionnaire items, the coding of the practitioners’
views, and the evaluation of how the various CSFs are prioritized and implemented in

the Finnish strategic projects.

2.8 Summary and Link to Research Gap

The previous section of this thesis highlighted Finnish research that is relevant to multi-
dimensional measures of success and critical success factors for strategic projects in the

public sector. In Chapter 2.1, a six dimension model was developed for measuring
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success in Public Sector Projects: Efficiency, Effectiveness, Relevance, Sustainability,
Value For Money and Wider Society (Irfan et al., 2021; Volden & Welde, 2022; Du et al.,
2023) The model highlights how the success of a project can be measured by both the
typical metrics used to measure successful outcomes in project management but also

with reference to greater public value.

Sections 2.2-2.6 examined the five CSF domains. Governance and leadership were found
to be fundamental and significantly affect decision-making, risk and information man-
agement and coordination of stakeholders over time. Specific examples included front-
end governance, mechanisms for dealing with changing goals, transformational leader-
ship and relational governance in PPPs as being particularly important for effectiveness,
relevance and wider society (Mackhaphonh et al., 2021; Bourne et al., 2023; Fareed et

al., 2025; Feng et al., 2022; Andersen & Young, 2023).

Procurement strategy and capability were established as key for converting policy objec-
tives and project needs into contract forms and supplier relationships. Examples of task-
control fit, innovative procurement competences, sustainable and circular procurement
demonstrated that capabilities related to problem-solving, engagement of markets, se-
lection of procedure, and contract management were essential for efficiency, sustaina-
bility, value for money and wider society (Granheimer et al., 2024; Taheriruh et al., 2025;
Lingegard et al., 2021; Lingegard & von Oelreich, 2023; Berg et al., 2022; Trevifio-Lozano,
2021).

Studies indicated that risk and front-end planning are determinants of project outcomes
long before actual delivery. Planning phase uncertainty, front-end governance, risk allo-
cation, and dynamic goals demonstrated that early definition of objectives, explicit treat-
ment of uncertainty, suitable risk-sharing and mechanisms for managing changes to ob-
jectives are key CSFs for all six success criteria, particularly effectiveness, relevance, value
for money and sustainability (Kuchta et al., 2023; Mackhaphonh et al., 2021; Aravindh et
al., 2023; Fathi, 2024; Thai et al., 2025; Bourne et al., 2023).
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Finally, digital and data governance emerged as a specific CSF domain, mainly for those
projects which involve Al, data analytics and smart-city systems. Literature on Al adop-
tion, data governance and digital champions illustrated that the importance of develop-
ing clear governance frameworks, data stewardship, algorithmic accountability and lead-
ership capable of navigating both legal and organizational barriers (Madan & Ashok,
2023; Zuiderwijk et al., 2021; Franke & Gailhofer, 2021; Edelmann & Virkar, 2023; Wilson
& Mergel, 2022; Hua, 2025) affects the level of efficiency and effectiveness achieved
through automation and integration and also has significant impact on relevance, sus-

tainability, value for money and wider society through transparency, fairness and trust.

Sustainability and public value were finally examined as a cross-domain CSF area. Re-
search on circular procurement, social sustainability, PPP sustainability and digital co-
creation illustrated that lifecycle-oriented contracts, social and human rights clauses, re-
lational governance and participatory digital service design are critical for achieving sus-
tainability, value for money and wider society while also interacting with efficiency and
effectiveness (Lingegard et al., 2021; Lingegard & von Oelreich, 2023; Treviifio-Lozano,
2021; Feng et al., 2022; Almarri & Boussabaine, 2025; Du et al., 2023; Berg et al., 2022;
Edelmann & Virkar, 2023).

Section 2.7 focused on Finland-specific capability evidence. It demonstrated that Fin-
land's regulatory and contracting framework — Acts 1397/2016, 621/1999 and 906/2019,
together with JYSE 2014, JIT 2025 and oversight by FCCA and NAOF — offer a solid base
for transparent and predictable procurement and information management (Johanson
et al., 2024; OECD, 2024). Capability building programs such as KEINO and national
guidelines for strategic and sustainable procurement have allowed certain organizations
to implement more modern practices (Berg et al., 2022; Ministry of Finance & Associa-
tion of Finnish Local and Regional Authorities, 2023; Ministry of Economic Affairs and
Employment, 2018). National monitoring and case studies however demonstrate that

the diffusion of these capabilities in Finland is uneven, the follow-up of social and
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sustainability aspects are limited and that there is still a prevailing risk aversion culture
that prefers safe and low-cost tendering processes above multi-criteria strategic ap-
proaches (Ministry of Economic Affairs and Employment, 2021; Taheriruh et al., 2025;
Pihlajamaa & Merisalo, 2021; OECD, 2024).

Section 2.8 synthesized the results of these reviews into a comprehensive, Finland-spe-
cific CSF framework. The framework contains a context layer (regulatory and oversight
environment), a domain layer (five CSF domains) and an outcome layer (six success cri-
teria). It illustrates how CSFs in the different domains and layers interact due to the con-
ditions of Acts 1397/2016, 621/1999 and 906/2019 and the standard contracts such as
JYSE 2014 and JIT 2025, and how they can support or hinder multi-criteria success in
general (Johanson et al., 2024; Kuchta et al., 2023; Madan & Ashok, 2023; Lingegard et
al., 2021; Berg et al., 2022). The framework further includes Finland-specific capability
evidence to illustrate where CSFs exist and where they do not exist or are weak.
In total, the literature and Finland-specific evidence reviewed in this chapter identify
three major gaps. Firstly, there is no integrated, Finland-specific CSF framework that sys-
tematically connects governance and leadership, procurement strategy and capability,
risk and front-end planning, digital and data governance, and sustainability and lifecycle
value to the six success criteria under the combined limitations of Acts 1397/2016,
621/1999, 906/2019 and standard terms like JYSE 2014 and JIT 2025. Secondly, the con-
nection between CSFs and multi-criteria success is poorly understood in a legally binding
environment: most studies deal either with compliance and process or with one dimen-
sion of performance, but not with how practitioners manage efficiency, effectiveness,
relevance, sustainability, value for money and wider societal effects in their decisions
(Volden & Welde, 2022; Du et al., 2023; Berg et al., 2022). Finally, there is little empirical
guidance on how the CSFs of front-end quality, risk governance, digital and data govern-
ance and sustainability are prioritized and implemented in Finnish strategic projects, par-

ticularly when considering the risks of audits and complaints.

The present thesis fills these gaps by using the integrated CSF framework described in
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section 2.8 to analyse empirical data collected during web-form survey with Finnish prac-
titioners. The framework will be applied to develop the web-form questionnaire, to de-
termine the sampling and questioning of the five CSF domains and to provide a lens for
analysing how practitioners view, prioritize and realize CSFs in practice. Chapter 3 de-
scribes the research design, including the methodological decisions, the data collection
methods and the analytical procedures, and explains how the integrated CSF framework

and the six success criteria will be operationalized in the empirical study.
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3 Methodology

This chapter outlines how the empirical component of the thesis was planned and im-
plemented. The key emphasis is placed on the critical success factors (CSF) for strategic
projects within Finland's public sector. Researching CSFs for Finnish public sector strate-
gic projects is informed by the research question: what CSFs are most effective at achiev-
ing multi-criteria success in Finnish public sector strategic projects; and, how practition-
ers prioritize and use them in their everyday activities? There are two primary elements
to the thesis. First there is the literature review that is outlined in Chapter 2. Second,
there is a qualitative online questionnaire study undertaken using professionals em-

ployed in Finland's public sector.

A total of four full surveys were collected from the survey. The above data are considered
qualitative data based on the respondents' experiences as professionals rather than
guantitative data representative of all other possible public sector workers. An essential
element to the study is providing insight into how practicing professionals define project
success in their own words and the success factors that they view as being the most
significant in their practical experience. The remainder of this chapter will be organized
as follows. In section 3.1 | will outline the research methodology/design and overall ap-
proach. Section 3.2 details the web-based expert survey, specifically the target group,
design of the questionnaire, and data collection. Sections 3.3 through 3.5 address as-
pects of the analysis of data, credibility/trustworthiness/ethical considerations, and pro-

vide an overview of the major methodological limitations of this study.

3.1 Research design and Approach
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3.1.1 Overall Research Strategy

This thesis is a qualitative and exploratory study in the field of industrial and public-sec-
tor management. The purpose is to build a context-specific understanding of CSFs for
strategic projects in the Finnish public sector. It does not pursue hypotheses or measure

the strength of relationships between variables.

The core empirical material consists of open-ended textual responses to a web-form
guestionnaire. Respondents were asked to provide descriptions of both successful and
less successful strategic projects and to reflect on governance, procurement, risk and
front-end planning, digital and data governance, and sustainability in relation to a six-
criteria model of project success. Their written answers form a small but information-

rich dataset.

Methodological literature usually distinguishes between quantitative and qualitative ap-
proaches by both purpose and type of data. Quantitative research uses numeric data
and is often used to “quantify attitudes, opinions, behaviours and other defined varia-
bles and generalize results from a larger sample population” (Mohajan, 2020, p. 50). By
contrast, qualitative research deals with phenomena by analysing experiences, behav-
iours and relationships without using statistics or numeric data (Basias & Pollalis, 2018).
It is often described as a word-based approach that answers questions such as what and

how, rather than how many (Basias & Pollalis, 2018).

A qualitative approach is more suitable than a quantitative one here because the amount
of responses to be studied is very low (n = 4), thus does not allow for statistical general-
ization. Also, the two central topics of this research — multi-criteria success and critical
success factors — are quite broad and heavily influenced by the specific conditions at
each location. Qualitative approaches can provide greater insight into how professionals
personally define success and critical success factors based on their own descriptions,
while providing an opportunity to develop a systematic and open methodological frame-

work.
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3.1.2 Conceptual Framework and Role of the Literature Review

The purpose of Chapter 2 was to develop a conceptual framework to guide the develop-
ment of the empirical study. As such, the chapter identifies five Critical Success Factor

(CSF) domains that support the empirical design:

1. Governance and Leadership

2. Procurement Strategy and Capability

3. Risk and Front-End Planning

4. Digital and Data Governance

5. Sustainability and Lifecycle Value

In addition, Chapter 2 provided an additional six criteria-based model to evaluate the
success of public projects; namely, efficiency, effectiveness, relevance, sustainability,
value for money, and broader societal impacts. Taken together, both of these models
offer a systematic framework from which public sector project planners, managers and
evaluators can use when planning, governing and evaluating their own strategic projects.
Again as previously noted, this empirical framework is being utilized within the method-
ology in two ways. It provides the basis for the on-line web-form questionnaire. The nine
themes that are found within the questionnaire correspond with the five CSF Domains
and also reference each of the six criteria for project success. Thusly, it allows respond-
ents to consider important success factors relative to a more comprehensive and multi-

criteria approach to defining successful project outcomes beyond just cost and schedule.
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Second, the conceptual framework also serves as the basis for the coding and analysis
of responses provided in the web-form questionnaire. In Chapter 4, the themes and
codes will be organized using the five CSF domains and six success criteria, while also
providing space for additional emergent categories to arise inductively from the data.
The study will thereby combine a theoretical framework with the ability to allow practi-
tioner’s voices and language into the study. Therefore, the literature review will not only
provide background information, but it will also shape the questionnaires to the extent
to which the empirical questions are framed and how the answers are subsequently an-

alyzed and interpreted.

3.1.3 Qualitative and Interpretative Logic

The empirical study follows a qualitative and interpretative logic. The aim of the study is
to understand how Finnish public sector practitioners define "success" and "critical suc-
cess factors" in strategic projects, and how they perceive trade-off's between efficiency,
effectiveness, relevance, sustainability, value for money, and broader social benefits in

their everyday professional activities.

Qualitative research is particularly suited for complex topics, which are influenced by
their environment and have not been studied extensively previously. In general, it is used
to understand how and why individuals behave, perceive, experience, etc., in actual life
situations (Bazen et al., 2021). Therefore, this approach has been particularly effective
in the present study.

Critical Success Factors of Strategic Public Projects are generally defined with respect to
organizational capabilities, political priorities, legal requirements and structural ele-
ments of institutions. That is why a qualitative perspective was preferred over a solely
guantitative perspective. A qualitative approach provides for the ability to examine these
guestions in detail through open-ended answers as opposed to a limited number of pre-
defined categories or measurement points. Therefore, the research methodology uti-
lized an Interpretative Perspective. The four respondents were considered knowledgea-

ble professionals who reflected both their individual experiences and the broader reality
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of Finnish Public Administration. The web-based questionnaire provided them with suf-
ficient opportunity to provide reflective, descriptive answers free from constraints of

time and restrictive response formats.

It is also worth noting why quantitative methods were not selected in this case. Quanti-
tative research has its strengths when the objective of the research is to identify causal
relationships between clearly defined variables and to generalize findings based on a
large sample size (Mohajan, 2020). However, in this study, the relatively small, purpose-
ful sample size, the open and context-dependent nature of the questions, and the focus
on meanings over measurements, all lead to the conclusion that qualitative, interpreta-
tive research would be best-suited to address the objectives of the study (Basias & Pol-
lalis, 2018; Bazen et al., 2021). The strength of the study is to generate practical
knowledge, which complements the systematic literature review and contributes to de-

veloping a Finland-specific CSF framework.

3.2 Web-Form Expert Survey

The empirical basis for the thesis is an empirical study conducted through a web-based
survey of experts using a web-form. The purpose of this chapter is to describe the target
group, the sampling strategy, the respondents, the questionnaire design and structure,
and the data collection process. The choice of the survey method was based on the pos-
sibility of reaching practitioners in various organizations and locations and collecting de-

tailed open-ended comments efficiently.

3.2.1 Target Group, Sampling Strategy and Respondents
Target Group:
The target group for the empirical study consisted of practitioners working with strategic

projects in Finnish public sector organizations. Examples of these include, but are not

limited to, ministries and central government agencies, cities and city organizations,
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regional development agencies and higher education or expert institutes. Common po-
sitions among the intended participants included project managers, program managers,
project owners or sponsors, development managers, and specialists in procurement,

strategy, or digital services.

Sampling Strategy:

The sampling strategy was a purposive one. Approximately thirty experts and organiza-
tional contacts were identified based on the research question and the Finnish context
who would likely have first-hand experience with strategic projects, public procurement,
and governance. The focus was on achieving a range of viewpoints within different or-
ganization types and positions of work, rather than creating a statistically representative
sample. Purposive selection of information-rich cases is commonly seen in qualitative
research when the purpose is to increase understanding rather than create numerical
generalization (Basias & Pollalis, 2018; Bazen et al., 2021).

Recruitment and Response:

Email invitations were sent to the identified experts and city/municipal offices. The mes-
sage explained the purpose of the study, presented the concept of critical success factors
in strategic public projects and provided a link to the web-form questionnaire. During
the data collection phase, reminder emails were sent. Overall, four complete responses
were received. This is a low response rate in comparison to the initial invitation list and
is insufficient for statistical analysis. Each of the respondents did provide comprehensive
answers across all nine themes and referenced multiple projects and events. Small sam-
ple sizes are typical in qualitative research when the data collected are rich and the in-
tention is to better understand complex experiences rather than to estimate population
parameters (Bazen et al., 2021). Therefore, the four responses obtained for this thesis
will be regarded as in-depth expert opinions that can be analyzed using thematic analysis.

Anonymity and Description of Respondents.
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To maintain confidentiality, no specific individuals or organizations will be named in the
thesis. The respondents will be referred to by codes R1-R4 in the empirical chapters.
Based on the background information and the content of their answers, they can be
characterized generally as working in municipal/city, regional/development, and higher-
education/expert institute environments. Only at a very high level, these contextual de-

tails are utilized so as to avoid the risk of identifying the respondents.

As part of the transparency in the thesis, there might be included a simple overview table
(Table 3.1) with three columns: respondent code (R1-R4), role (a general characterization
such as "project manager" or "development manager"), and organization type (such as

"municipality”, "regional organization", "university of applied sciences"). None of the re-

spondents' job titles or the names of organizations will be detailed.

3.2.2 Questionnaire Design and Structure

The web-form questionnaire was built from the conceptual framework established in
Chapter 2. The goal was to transform the five CSF domains and six success criteria into
practical, open-ended questions that could help practitioners connect to their own work

and experiences.

This survey questionnaire addressed nine different subjects which were all explored by
means of two open-ended questions per subject; one about the "enablers" (positive fac-

tors) and another concerning barriers or gaps (negative factors):

1. Understanding multi-criteria project success:
a) What are the conditions for a strategic project to be considered as a success? In
your view, what defines success when looking at the criteria of efficiency, effec-

tiveness, relevance, sustainability, value for money and social impact?
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b) How can a project be defined as an unsuccess — although the time and budget

objectives are achieved?

. Governance and Leadership:

a) Factors related to governance and leadership that facilitate success.
b) Barriers or shortcomings in governance and leadership that hinder success.

Procurement Strategy and Capability:

a) Approaches, capabilities, or tools used to support procurement for success.
b) Obstacles, rigidities, or gaps in procurement capability.

. Risk and Front-End Planning:

a) Practices that take place in the early stages to support successful project out-
comes.
b) Failures or omissions in the early stages of planning that can diminish success.

. Digital and Data Governance:

a) Digital and data governance practices that enable success.
b) Problems in digital or data management that can impede success.

. Sustainability and Lifecycle Value:

a) Ways in which environmental, social, or lifecycle aspects have been incorporated
to create success.
b) Sustainability or lifecycle considerations that were not explored or followed-up.

. Legal and Regulatory Environment:

a) How the legal and regulatory environments in Finland support project success
and CSFs.
b) In what ways do the legal and regulatory frameworks limit or complicate CSFs.

. Prioritization of Critical Success Factors:

a) Which CSFs respondents prioritize in their own context.
b) CSFs that are not being pursued in practice, although they are important.

. Balancing the Six Success Criteria:

a) How do you have to decide on trade-off decisions between e.g. efficiency, effec-
tiveness, relevance, sustainability, value for money, and social impact as regards
your project(s).
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b) In what ways are there conflicts or compromises between these success criteria.

All questions were left open. The respondent could therefore answer as he/she wished,
bring up whatever he/she deemed most important, and include practical examples from
the projects when appropriate. Reference was constantly made to the six success criteria
and the major CSF domains throughout the questionnaire so that the respondent was
able to relate each question back to the multi-criteria success model described in chap-
ter two. At the same time, the way the questions were worded was intended to encour-
age respondents to go beyond the usual time-cost-scope way of looking at project per-
formance. Prior to the distribution of the questionnaire, it was discussed with the super-
visor, and tested by an experienced practitioner (familiar with the Finnish public sector).
After this discussion/test run, slight wording adjustments were made to clarify and en-
sure that all respondents could easily understand the questionnaire regardless of type

of organisation.

3.2.3 Data Collection Methodology

The survey was completed using an internet-based standard form tool that allows for
easy dissemination of the link and simple exporting of responses for analysis. An infor-
mational page regarding the purpose of the study, the voluntary nature of the survey,
the estimated time to complete the survey, and the proposed utilization of the collected
data for a master’s thesis were located at the beginning of the survey. The link to the
survey was distributed via email to approximately 30 organizations and experts con-
tacted within the Finnish public sector. The survey remained available for a few weeks in
Spring 2025 (specific dates can be added to the final document). Reminders were sent
to the respondents throughout the duration of the survey period to encourage partici-

pation.

Respondent participation was entirely voluntary and anonymous. Submission of the sur-
vey was taken as informed consent. Respondents were advised that they could skip any

guestion they did not wish to answer and that there were no right or wrong answers.



93

They were encouraged to respond as specifically as possible based on their individual
project experiences. Responses could be submitted in either Finnish or English based

upon the respondents’ choice.

All responses after the survey period had expired were transferred from the survey plat-
form into Word and Excel and analyzed. Those that were initially in Finnish were then
translated into English as this would allow the data to be coded and reported in one
language; however, it also allowed for maintaining the original response. The final da-
taset was housed in a secure password protected account where only the author or the
supervisor (when necessary) had access to the data. Sections 3.3 through 3.5 will con-
tinue from here, discussing how the data was analyzed, the quality and ethics of the

research, and outlining the primary methodological limitations of the research design.

3.3 Data Analysis:
This section describes the preparation, coding and synthesis of the four web-form re-
sponses, and links the results back to the research question and the conceptual frame-

work.

3.2.4 Preparing the Data

Following the end of the survey period, all responses were exported from the online
form into Word and Excel files for analysis purposes. All four respondents were assigned
a unique, anonymous identifier (R1-R4) for use in the subsequent findings chapters.
There were no translations required since all of the questions and responses were in
English. The responses were reviewed multiple times to develop an overall understand-
ing of how the respondents discussed project success, critical success factors, and the
Finnish public sector environment. The process of reviewing the responses closely par-
allels qualitative guidelines that suggest that analysis begins with close readings of the
“word-based” data to determine how participants express their experiences in their own
terms (Basias & Pollalis, 2018; Bazen et al., 2021). Initial impressions were documented

regarding the occurrence of common ideas that may reflect the five CSF domains
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(Governance and Leadership, Procurement Strategy and Capability, Risk and Front-End
Planning, Digital and Data Governance, Sustainability and Lifecycle Value) and the six
success criteria (Efficiency, Effectiveness, Relevance, Sustainability, Value for Money,
Wider Societal Effects). These impressions served as a bridge between the conceptual

framework and the subsequent coding.

3.2.5 Coding Framework and Thematic Content Analysis

The responses were analyzed by employing thematic content analysis to establish
whether there were identifiable common patterns in how practitioners discuss the crit-
ical success factors and multi-criteria success. Unlike many studies, which may have fo-
cused on quantifying how frequently specific terms or phrases occurred, the purpose
here was to examine the meanings and patterns behind how practitioners discussed
these topics. Consistent with the nature of this research, Bazen et al. (2021) indicate that
qualitative methods can be particularly helpful for understanding complex real world

phenomena through the experiences and perspectives of those who experience them.

Coding in this project followed an inductive/deductive hybrid approach. Initially, all pri-
mary codes were established deductively from the conceptual model presented in Chap-
ter 2. These included the five CSF domains; six success criteria; and some other catego-
ries including both the legal and regulatory environment and explicit prioritization of
CSFs. However, at the same time, coding was open to developing new inductive codes
based on themes that emerged directly from the data. If a respondent had referenced
issues that could not be adequately explained by the initial framework, new inductive
codes would then be generated. Examples of such inductively derived codes include or-
ganizational culture and risk attitudes; inter-organization cooperation; resource con-
straints; lack of personnel skills; and conflicts between various success criteria (e.g., low

price procurement vs. broader social impacts).

All coding was performed manually within Microsoft Excel. Relevant portions of each

response were highlighted and assigned a short code name that represented the core



95

idea contained within that portion. Similar to Saldafia's (2016) now commonly cited def-
inition, a code was defined as a single word or brief phrase representing the fundamental
meaning of a segment of qualitative data. In addition to providing codes for individual
pieces of qualitative data that reference specific CSFs (such as active steering group,
early market dialogue, clear responsibility for data), codes also provided references for
particular success outcomes (i.e., citizen confidence; service outcomes; budget con-

straints; etc.).

Following completion of the first round of coding, like-coded segments were organized
into broader thematic categories. For example, coded segments referencing clearly
stated goals, reasonable scope, and early identification of problems were merged under
the category of Front End Clarity. Likewise, coded segments referencing award criteria,
life cycle cost, and flexible procedures were merged under Procurement for Value and
Adaptability. Finally, coded segments referencing stakeholder involvement, regional eco-
nomic development, and job creation were categorized as Broader Regional/Societal Im-
pacts. Once the themes were identified, each of the themes was evaluated against the
six success criteria. The evaluation assessed whether the respondents (explicitly or im-
plicitly) linked a given theme to the six success criteria. The evaluation re-associated the
empirical evidence to the multi-criteria success model developed in the literature review

and permitted a more organized assessment of which CSF contributes to success.

Finally, the themes were compared across the four respondents to identify the CSFs and
issues that were present in multiple responses and those that appear to be more con-
text-dependent. Since there were only four respondents, the objective was not to gen-
eralize or to establish a quantitative representation of the frequency of particular
themes, but to identify similarities and differences in how various practitioners construct
success and CSFs in their respective contexts (Basias & Pollalis, 2018; Bazen et al., 2021).
The comparisons among the themes constituted the foundation of the empirical chap-

ters.
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3.2.6 Relating Back to the Research Question

At the final stage of analysis, the major themes identified in the previous stages were
synthesized to provide an answer to the research question: which of the critical success
factors are the most important in enabling multi-criteria success in Finnish public sector
strategic projects? And how do practitioners prioritize and act upon them in practice?
For each of the themes analyzed, the study asked the type of CSF it represented within
the five domain areas, how the respondents described the impact of each of the CSFs on
one or more of the six success criteria, and to what extent did each of the CSFs receive
emphasis across the four responses. These analyses will serve as the structural bases for
the presentations of the empirical findings and their implications for Finnish public sec-

tor strategic projects in Chapters 4 and 5.

3.3 Trustworthiness and Ethical Issues:

This section discusses the measures taken to address the quality and ethical merit of the
study. The focus of the discussion will be on credibility, transferability, dependability,

confirmability and research ethics in the context of a small qualitative expert survey.

3.3.1 Credibility and Transferability

The credibility in this research is related to the degree to which the findings are sup-
ported by empirical evidence and meaningful in the context of Finland's public sector.
Factors supporting credibility include: first, the participants were professional individuals
who were actively engaged in the planning and implementation of strategic projects. As
such their responses were grounded in actual practice, not solely in theoretical con-
structs. Secondly, the questionnaire required the respondents to provide descriptions of
both successful and unsuccessful examples of project and practices. This provided much
clearer and more experiential responses compared to a more generic or abstract re-
sponse format. Thirdly, the coding and theme development process was conducted ac-

cording to an identifiable and structured framework consisting of the CSF Domains and
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Success Criteria presented in Chapter 2. Simultaneously, the analytical process also per-
mitted the emergence of new themes as identified through the data when appropriate.
Lastly, all interpretations presented throughout the Findings Chapters were consistently
connected to verbatim quotes from the respondents. This assists the reader in under-

standing how the themes were developed from the data.

Given that this research consisted of only four participants, it did not seek to generate
statistically generalizable results. Generalization typically occurs through quantitative
methods using large samples and numerical data (Mohajan, 2020). This research sought
to develop transferable knowledge, as defined within qualitative research. Transferabil-
ity has been described as "the process of abstraction applied to information obtained
from specific persons, places, and times so that it can be applied to other populations
that have not been investigated" (Drisko, 2009, p. 103). In accordance with Drisko's def-
inition, this study has provided sufficient contextual detail regarding the Finnish public
sector environment; organizations participating in this study; and major thematic areas
identified during the data analysis. Therefore, readers will have a basis for determining
if, and to what extent, these findings may be applicable to other organizations operating

under similar environmental conditions.

3.3.2 Dependability and Confirmability

Dependability relates to how well and consistently the study was conducted. A clear or-
der of procedure is shown in this thesis for why and when each step was taken. These
steps are: developing the literature-based framework for conceptualizing the stages of
public-sector project management process from the literature review; designing the
web-based survey on that basis; selecting respondents by purposive sampling and col-
lecting data from them; coding and processing their responses; and bringing the analysis
together using themes from the coding. This is consistent with qualitative research's ex-
pectation that the study will provide logical coherence between the research questions
and the line of reasoning used to address them (Flick, 2022, p. 3). Also, this structure

allows another researcher to follow the same process as they see fit.
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Confirmability relates to how much the findings reflect the views of respondents rather
than the interests or bias of the researcher. Even though the personal experience of the
researcher with public sector project management may have motivated this study there-
fore influenced it, the researcher kept the analysis close to the empirical materials.
Codes were based upon actual words/ideas used by respondents. Themes were based
upon combinations of multiple coded sections, not single comments. Support for inter-
pretation of results is provided by quotations from chaps. 4 & 5. Description of coding
and analysis protocol is also presented in this chapter in order to show how raw data

gave way to final interpretation.

3.3.3 Research Ethics

The researcher included principles of research ethics in each step of the research. As
indicated by Mohajan (2020, p. 68), "research ethics relates to the moral correctness of
an action that may benefit others while protecting the rights of the people involved in
the study from potential harm. Research cannot be done without ethics". The primary
ethical issues for this research were obtaining informed consent, maintaining confiden-
tiality, and treating the data with respect.

The initial page of the web-form indicated the purpose of the study, the expected dura-
tion of the study, the voluntary nature of participation, and the proposed uses of the
data in a Master's Thesis. Completion and submission of the web-form was accepted as
informed consent. The respondents were able to opt-out of answering specific questions
if desired. Direct personal identifiers were not collected in the data set utilized for anal-

ysis.

Anonymous and confidential reporting was conducted when reporting the findings. The
respondents were identified only as R1-R4, and no organization names were referenced.
When discussing project examples in the findings, the details that would allow for the
identification of a specific organization or individual were either deleted or generalized.
The exported survey data are stored on a secure, password-protected server, and are

accessible to the author and, if needed, the supervisor.
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There were many examples of negative comments regarding "governance", "procure-
ment limitations" and "examples of failed project outcomes". As such, particular atten-
tion was given to the wording of all questions within the survey to minimize potential
criticism of identifiable persons or organizations. Standard ethical considerations com-
mon to most Master's thesis studies in the field of Human Resources Management were
followed during the course of this research. Since no special approval from a local ethics
committee was needed, basic principles of obtaining informed consent, maintaining par-
ticipant confidentiality, and treating participants with respect were adhered to at all

stages of the research.

3.4 Methodological Limitations

The selected methodology has a variety of limitations that must be taken into consider-
ation when assessing the validity of the results. The most apparent limitation is the ex-
tremely limited number of respondents. Since only four completed surveys were re-
turned, the findings cannot be generalized to all Finnish public sector organizations.
Larger samples and numerical data are generally more appropriate for quantitative stud-
ies that seek to "generalize results from a larger sample population by the way of gener-
ating numerical data" (Mohajan, 2020, p. 50). This study does not attempt to generalize

results; instead, it is an exploratory qualitative study.

Another restriction is connected with a method of random selection and voluntary par-
ticipation. The questionnaire was made using a purposeful sampling (that is respondents
were selected based on their likely knowledge and expertise). Therefore, those who took
part can very well represent individuals with greater interest in "strategic" projects, de-
velopment activities, or public sector reforms compared to other civil servants. Moreo-
ver, there can be missing viewpoints among units which tend to be less active or have

few financial means.
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The third limitation relates to the type of data. The data consist of self-reported experi-
ences and perceptions obtained through a self-administered internet survey, rather than
observations, internal documentation, or performance metrics. Respondents obviously
emphasize issues that are significant from their point of view, and some facets of organ-
izational practice may be less evident to them. For example, project owners, project
managers, and experts in procurement or digital services each view different aspects of

the same governance system.

The four responses demonstrate sufficient practical understanding of the content. In ad-
dition, each response mentions at least one project. The respondents' experience is from
a variety of public sector organizations. Thus, the responses provide a valuable practical
insight into how the concepts of multiple criteria success and Critical Success Factors
(CSFs) are conceptualized and given priority by Finnish strategic project practitioners.
Careful reading of the results in this chapter combined with the systematic literature
study presented in Chapter 2 create a robust foundation for developing a Finland-based
CSF framework for strategic projects conducted in the public sector. Furthermore, it pro-
vides an indication of areas where additional research could be carried out using larger

samples or through other complementary methodologies.
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4 Results

This chapter presents the empirical results from the study. The data was analyzed from
the four completed responses to the qualitative web-form survey presented in Chapter
3. The four respondents have all had hands-on experience of strategic projects in the
Finnish public sector, and therefore the responses were viewed as qualitative expert ma-
terial, not as part of a statistical sample. The objective of the chapter is to illustrate how
these practitioners describe project success, identify the most critical success factors
they believe are important, and express the trade-offs between the various success fac-
tors they face in their daily work. The chapter will address the central research question
of the thesis: What are the most effective critical success factors for achieving multi-
criteria success in Finnish public-sector strategic projects, and how do practitioners pri-

oritize and implement those critical success factors in their day-to-day activities?

In an empirical sense, the chapter will contribute primarily to the objective of obtaining
practitioner perspectives on critical success factors in Finnish strategic projects. Addi-
tionally, the practical material collected in this chapter will provide the necessary basis
for developing the findings of the next stage of the thesis; the empirical findings are
integrated with the literature-based framework and further developed into a refined Fin-
land-specific understanding of project success and what drives it. The empirical findings
are interpreted using the conceptual framework developed in Chapter 2 and operation-
alized in Chapter 3. As previously explained, project success is perceived in this thesis as
a multi-dimensional concept that includes (among others) efficiency, effectiveness, rel-
evance, sustainability, value for money and wider societal effects. The empirical analysis
is organized around five critical success factor domains: Governance and leadership, Pro-
curement strategy and capability, Risk and front-end planning, Digital and data govern-
ance, Sustainability and lifecycle value. In addition, the chapter examines how respond-
ents rank these factors, and how they describe the conflicts between the six success

criteria in the Finnish rule-bound environment.
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The chapter is organized as follows. Section 4.1 introduces the empirical material and
explains how the empirical material supports the overall research goals. Section 4.2 an-
alyzes how respondents define successful and not completely successful strategic pro-
jects, thus making the six-criteria success model more tangible in practice. Section 4.3
provides the major critical success factors identified in the responses, ordered according
to the five domains used in this thesis. Section 4.4 then proceeds to cross-cutting find-
ings by examining which of the factors respondents emphasize the strongest, where they
see imbalance, and how they describe trade-offs between competing success criteria.
Finally, Section 4.5 provides a synthesis of the main empirical findings and establishes
the basis for Chapter 5, where the findings are compared to the literature and used to

develop a refined Finland-specific critical success factor framework.

4.1 Overview of Empirical Material and Link to Research Objectives

The qualitative data of this chapter consist of the answers to all the questions in the
Qualitative Web Form Survey (Chapter 3) from four respondents who all have direct
knowledge of Strategic Projects within the Public Sector of Finland. Respondents de-
scribe both positive and negative examples of projects using the nine areas of the ques-
tionnaires, provide their opinions on governance and procurement arrangements, pro-
vide insights into risk and front-end practices, describe their perspectives on digital and
data related issues, and evaluate how Sustainability, Value for Money and wider Societal
Effects are dealt with in practice. Due to the limited number of respondents, the quality
of the responses is high because each respondent has used experiences from more than

one project and evaluated various dimensions of Success and Failure.

Respondents are referenced anonymously through codes (R1-R4) throughout the chap-
ter to ensure anonymity. The background information to the survey suggests that one
respondent is employed within a Higher Education or University of Applied Science con-
text, one respondent is representative of a Regional Development Organisation or Busi-
ness Promotion Organisation and one respondent was employed as a Project Manager

within a Public Sector Project Environment. One respondent stated no specific job title
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within the survey; however based upon written responses the respondent appeared to

be focused upon Governance and Organisation Perspective. As outlined within the Ethi-

cal Approach in Chapter 3, organisation names and other identifiable information have

been excluded. A summary of the respondents at this general level is provided in Table

4.1.

Table 1 Overview of survey respondents

Re- Organisation context | Role/designa- | Main focus of strategic project
spond- | (high-level, based on | tion (as re- | experience reflected in re-
ent survey responses) ported in sur- | sponses
vey)
R1 Higher-education / | Team Leader RDI and competence-develop-
University of Applied ment projects; data/Al and regis-
Sciences context ter-based work; sectoral devel-
opment initiatives
R2 Regional development | Business De- | Multi-stakeholder regional de-
/ business-promotion | velopment velopment projects; business en-
organisation Manager gagement, ecosystem-building,
start-ups, employment-related
impacts
R3 Public-sector project | Project Man- | Strategic projects with strong
environment (organi- | ager procurement and contract-man-
sation type not explic- agement emphasis; competi-
itly stated in survey re- tion/market constraints; limited
port) flexibility for changes
R4 Public-sector environ- | Designation Governance- and organisation-
ment (organisation | not reported oriented perspective; emphasis
type not explicitly on shared goals, responsibility,
stated in survey re- systematic progress, and lifecycle
port) economy
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The web-form design means that each response cuts across several projects and experi-
ences rather than documenting a single case. As such, they create a very concise but rich
source of data on the commonalities in strategic public projects within the Finnish legal,
organizational and procurement frameworks. Thus, the analytical potential of this source
of data will be less about the number of individuals answering and more about the
amount of reflective material from the respondents on the various themes throughout
the questionnaire. Therefore, the purpose of this chapter is not to make a statistical gen-
eralization. Rather, this chapter identifies the common elements, the differences and the
most important aspects of what successful practitioners define as success and the critical

success factors.

As for the purposes of the thesis, Chapter 4 has a well-defined task to perform. The
structured literature review and the preliminary Finland-specific CSF framework were
established in Chapters 1 & 2; Chapter 3 was used to translate the framework into a
qualitative web-form instrument. This chapter represents the empirical component of
the thesis and shows how practitioners view, prioritize and implement critical success
factors in their Finnish strategic projects. In that way, this chapter meets the empirical
goals of the thesis and provides the practitioner-oriented material that will be necessary
for comparing the results of the survey against the literature-based framework, and re-

fining that framework in Chapter 5.

Therefore, the findings of this chapter should be viewed as evidence testing and sharp-
ening the analytical model previously developed in the thesis. Specifically, this chapter
demonstrates how the respondents interpret multi-criteria project success, which criti-
cal success factors are identified in all five domains, and where practitioners perceive
the major tension and imbalance currently existing in their practices. In that way, Chap-
ter 4 serves as the central empirical link between the conceptual framework of Chapter

2 and the integrated discussion and framework refinement of Chapter 5.
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4.2 Practitioners’ Conceptions of Multi-Criteria Project Success

IlI

The first theme of the survey asked what a “successful” strategic project looks like, in the
words of respondents, for their organisation when time and budget are considered in
conjunction with service impact, sustainability, value for money and wider social impacts.
The next question was to specify a project that did not meet their success definition,
even if a firm time and budget were respected. When considered together these two

questions provide an empirical base for analysing how practitioners themselves under-

stand multi-criteria success in public-sector strategic projects in Finland.

4.2.1 What a successful strategic project looks like

The first part of the survey asked participants a very general question; however, there
was no lack of depth. Participants were asked to explain what they considered to be "a
successful strategic project” in their organization based on criteria that included service
impacts, sustainability, value for money and social contribution. To further explore this
guestion, the participants were asked to consider a second group of projects (that did
not meet all three of the above mentioned criteria) and to describe those as unsuccess-
ful. Together, both of these questions provided an empirical foundation for understand-
ing how professional members of the Finnish public sector define multi-criteria project

success.

An analysis of the four participant responses reveals that strategic projects delivered on
time and within budget can be deemed as successful by participants. But it is much more
than just delivery of outputs. Success, rather, the participants characterized as being
related to a range of long-term outcomes including enhanced organizational or regional

capabilities, and a clear link to higher level strategic goals and objectives.

R1 stated the success of a project supported by the Ministry of Education and Culture
with regards to artificial intelligence (Al) and big data in construction. Although the suc-

cess of this project was measured via several technical guidelines and educational tools,



106

it is also possible to identify other measures which would relate to building the strategic
capability of an organizations construction technology unit. A successful project there-
fore leaves behind something that will last. Beyond completing a sequence of task as-
signments, a successful project has created something that will have value at some point
in the future. R2 defined success similarly to R1. R2 stated that a successful project cre-
ates long-term value; this value may exist through enhanced service(s), new process(es)
for delivering service(s), increased capabilities within an organization, or larger influ-

ences such as start-up activity, job opportunities, etc.

R4 analyzed success from an internal organizational perspective. The project must be
well planned and organized for it to be a success. Likewise all of us must share the same
vision that directs our efforts and supports one another. Although the terminology he
used was somewhat different from R2 and R1, the message was the same. There’s more

to success than just delivery.

Practitioners' answers regarding success when viewed by means of the Six Criteria Model
indicate that their definition of success encompasses a wide range of layers. Although
efficiency is still considered as a factor with respect to their perception of what consti-
tutes success (especially when respondents refer to "good" planning; "financial disci-
pline," etc., and making effective use of resources), it is not the only factor. Effectiveness
is indicated by the fact that respondents expect that projects will create real outcomes
(e.g. improved capabilities, better ways of working, or the desired benefits). Relevance
was evident in the connection made by many respondents between project work and
larger strategic and/or societal requirements. The concept of "value for money" is evi-
dent within the idea of using resources effectively while creating benefits which last.
Finally, the impact on society at large is most apparent when respondents reference re-
gional development; job creation; growth of ecosystems; and business growth.

According to the findings of this research, many of the studied individuals view the sus-
tainability concept as much broader than merely the environmental. Sustainability is in-

dicated through the concept of continuation, which gives long-term value (continuing to
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generate) and/or continued production of results after formal project termination. The
first argument suggests that players perceive sustainability as possessing both. The par-
ticipant's context, both environmental and temporal, was first contextualized, and sec-
ondly, | will show that the subjects of this study had a larger definition of what it means
for something to be sustainable then just from an environmental perspective. This

means that the participants believe sustainability refers to generating value over time.

Table 2 Multi-criteria success as described by respondents

Success How respondents describe it in | Illustrative examples / | Re-
criterion | successful projects phrases spond-

ents

Efficiency | Disciplined use of time, budget | “efficient use of the budget”; | R2, R4
and organisational effort; or- | “well planned and well organ-

derly implementation ised”

Effective- | Achievement of intended re- | “strategic competencies were | R1, R2
ness sults, including stronger capa- | improved”; “long-term

bilities, improved practices, or | changes”; “results and effec-

meaningful project outcomes | tiveness”

Rele- Alignment between project | “impacts should have been | R3
vance goals and wider strategic or so- | addressed in the project goal
cietal needs; impacts consid- | setting”; “the strategy is al-

ered from the outset ready in the project goals”

Sustaina- | Durability and continuity of | “lasting value beyond the pro- | R2
bility benefits beyond the formal | ject’s lifetime”

project period

Value for | Efficient use of resources com- | “clear value for money”; last- | R2
money bined with durable and em- | ing and scalable outcomes

bedded benefits
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Wider so- | Benefits extending beyond the | “strengthening the local eco- | R2
cietal ef- | focal organisation, especially to | system”; “future employ-
fects regional development, em- | ment”; “benefiting society as
ployment and ecosystem- | a whole”

building

4.2.2 Projects not considered fully successful despite time and budget

The follow-up questions helped explain the second half of the definition of the success
concept. When describing projects that they would not describe as being fully successful,
the majority of the respondents did not indicate that the first thing that came to mind
was just the fact that the project failed relative to schedule or budget. Instead, they in-
dicated that the major reason that they could not consider the project as having suc-
ceeded at all was because the overall value had not been achieved and/or that the pro-
ject had not delivered the anticipated long-term results expected from a large-scale stra-
tegic effort.

One respondent stated that some strategic projects aren’t considered to have achieved
full success "not because of time or budget overruns, but because the longer term im-
pact is insufficient" (R2). As this respondent noted, while a strategic project may meet
all of the formal output requirements and remain formally under control, it can still fail
to achieve its intended longer-term impacts and benefits because it does not create the
type of durable services, business activity, follow-up mechanisms or scalable models that
are expected at the end of a strategic initiative. The respondent also identified several
barriers to creating the long-term regional impacts and value for money that were antic-
ipated, including limited continued funding, weak integration into the broader ecosys-
tem and unclear paths to either subsequent development or commercialization (R2).
Although numerous respondents reported similar challenges and frustrations, they did
so with differing characteristics. A respondent described how politically-driven decision
making affected his ability to maintain coherence across all aspects of large-scale pro-

jects. He explained that "goals were not in sync," therefore he could not meet time
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constraints or resource restrictions established for his projects. The respondent also
identified politically-driven decision making as creating an unstable environment that
allowed for many changes in projects while they were being implemented. (R3) Another
respondent noted that frequent changes made during the implementation of a project
result in increased cost and negatively affect other elements of the project. (R4) Overall,
the data indicate that projects can be classified as "not completely successful" because
of poor goal alignment; multiple changes occur-ing during implementation; or there is
no linkage of original objectives to ultimate project implementation.

The data collected through the survey show significant differences between completing
a project in terms of formal completion requirements versus completing a project suc-
cessfully in terms of strategy. For example, if a project meets the most stringently defined
performance criteria and yet is determined to be either incomplete or unsuccessful in
its strategic execution, it may be due to at least one of three reasons: (1) the project has
failed to produce the desired long-term outcomes; (2) the project's goals have not been
aligned sufficiently; or (3) the products produced through the project have not been
linked to any organization-wide structures intended to provide ongoing support to these
products post-project close-out. Therefore, the results obtained from this study support
the major hypothesis of this thesis: Time and Budget are both necessary and sufficient

conditions for Success for Public-Sector Projects in Finland.

Figure 4.1 represents the difference that respondents expressed regarding successful
strategic initiatives compared to those that are not fully successful even though they met

the time and budget expectations of the stakeholders.
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Successful strategic projects Not fully successful
(even if time/budget met)

1. Clear shared goal and commitment; good 1. Outputs delivered but weak long-term impact after
organisation and responsibility project end

2. Active steering and regular follow-up 2. Goals not aligned; changes during execution

3. Lasting value beyond the project period 3.  Weak embedding: unclear follow-up responsibility
(capabilities, services, ways of working) or limited continuation resources

4. Disciplined use of budget and resources 4. Low flexibility once decisions/contracts are fixed

5. Stakeholder engagement supports uptake and long- 5. Focus on numbers/cost control over meaningful
term impact outcomes

6.  Lifecycle thinking and broader benefits (region, 6. Trade-offs handled narrowly (e.g., lowest price
ecosystem, citizens) dominates over lifecycle value)

Note: Conceptual summary derived from Theme 1 responses in the web-form survey.

Figure 4-1 Successful and not fully successful strategic projects as described by re-
spondents (R1-R4)

In summary, the answers provided here demonstrate how all of the practitioner re-
spondents have an understanding of project success that is consistent with the Six-Cri-
teria Model for Project Success presented in this thesis. Their conceptualization of pro-
ject success extends well past the traditional iron-triangle criteria (time, cost, and scope)
and places greater emphasis on longer term value; strategic alignment; continued
achievement of successful outcomes; and organizational or social benefit. These findings
establish a strong connection to the latter sections of this thesis, which will examine
those critical success factors that are viewed by respondent practitioners as being most

important for delivering a broad, multi-criteria type of success in real-world practice.

4.3 Critical Success Factors by Domain

The core of the analysis is what are the critical success factors for respondents regarding
multi-criteria success of the strategic projects of the public sector of Finland. The areas
of questionnaire related to governance and leadership, procurement strategy and capa-
bility, risk and front-end planning, digital and data governance, and sustainability and

lifecycle value provided an opportunity for respondents to identify both the factors that
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enable success and those that hinder success within each area. Respondents' answers
were categorized and grouped according to themes using the hybrid deductive-inductive
method as mentioned in Chapter 3. This section outlines the major themes per domain

and how they relate to the six success criteria.

4.3.1 Governance and Leadership

According to the five domain framework discussed in this thesis, governance and lead-
ership were among the largest factors cited as contributing to multi-criteria project suc-
cess. Governance, in the responses of practitioners, was not discussed as simply the or-
ganisational form surrounding the project. On the contrary, they considered it as a very
handy notion. The project may be guided or directed by others who have responsibility
for doing so; tasks are allocated among people within the organization who are respon-
sible for managing the project; and decisions are made regarding this project; and you
can maintain a strategic-directed focus throughout project implementation. The mate-
rial presented here views governance and leadership as tools for achieving alignment
and coherence among the goals of the project, the resources available to manage the

project, and the expectations of all the stakeholders involved.

Practitioner feedback also suggested two general conditions which contribute to effec-
tive governance. First, there needs to be active steering. Second, the active steering
should be done by competent steering individuals. One practitioner stated that a suc-
cessful steering process would include having a "steering group consisting of profes-
sional, active and relevant members" which could direct the project towards achieving
desired outcomes; make necessary decision(s) at appropriate times; hold meetings fre-
guently enough; and request the project management team to provide specific progress
updates (R1). A second respondent described a functional steering group process in a
similar manner, citing the importance of "leadership from a qualified chairperson," in-
cluding consideration of impact; transparency; and clear linkage between project objec-
tive(s); results produced by the project; and resources consumed by the project (R2).

The above comments indicate that governance is generally most valuable when it
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actively guides the direction of a project. Thus, a steering group may matter not due to
its existence as a formal body, but rather its ability to give the project guidance; maintain

some level of order; and assist the project in maintaining consistency in its progress.

A second enabling condition identified in the responses is the need for clarity regarding
roles and a shared purpose among participants. The respondents repeatedly emphasize
the notion that strategic projects are more effective when all relevant parties have a
clear understanding of the overall objective and their respective role(s) in achieving that
objective. This was previously mentioned as a success condition in earlier descriptions,
where one respondent emphasized the importance of a common goal to which all rele-
vant stakeholders were committed, and another respondent emphasized the im-
portance of clearly defined organization and responsibilities as critical to project pro-
gression (R4). The same logic is presented in the governance responses in a more oper-
ational format: Good governance is associated with clear roles, transparent follow up,
and a logical link between project objectives, actions and reporting (R2). Thus, respond-
ents view governance as both supervision and the creation of a coherent organizational

culture based upon a strategic objective.

One of the additional positive themes that surfaced throughout the data collection pro-
cess was the aspect of stakeholder participation and communication.

According to one participant, the actions taken by project members that create a sense
of connectedness to the external business and societal world constitutes the element of
'sovernance' in the context of a project. This participant elaborated upon the role of
workshops/events that provide 'practical and useful information' to businesses as a
method for creating long-term relational connections which would lead to long-term re-

sults (R2).

Examining this through a lens of stakeholder management strategy may not be the best
choice as it has governance implications. Management uses internal control systems to

ensure reliable financial reporting. Governance involves putting in place a system
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through which the outside world can understand what the project is setting out to
achieve and what it will eventually achieve. In addition to stakeholder management is-
sues, the ability to communicate/report on project progress and document achieve-
ments/learnings was found essential in achieving success in implementing strategic pro-
jects (R1, R2). The replies collectively suggest that effective governance occurs when
there is both clear organisational understanding internally AND effective documentation
of communication/involvement with any relevant stakeholders.

The second element of governance issues reflected in the responses is equally important.
The central challenge with governance seems to arise from the absence of clear defini-
tions of accountability/responsibility. It also seems that the distribution of authority is
poorly defined. According to Respondent 3, a project manager will be assigned on cer-
tain projects but they generally do not have the authority to direct the directorate. Con-
sequently, no individual is responsible for carrying out all project components success-
fully. Rather, the different project components are often allocated to several people /
entities. In saying this, there is far more than merely a lack of formal governance. Re-
sponsibility and power have not matched up well, is the main problem. If many actors
are responsible and no actor has real authority, then the project may formally remain
active but control of it will be strategic. Another instance of a governance limitation
flagged in the responses entailed a postponement in making decisions or making deci-
sions with caution. There are governance problems when decisions are not taken in a
timely manner, when it is not clear which course of action to pursue, or when the level
of steering is so low that no timely responses can be made to problems that present
themselves (Respondents 2 & 4). While it is true that delaying decisions will impact the
timing of the project, similar delays also have negative impacts on project performance
in strategic projects. Strategic project performance can be undermined as misalignments
are allowed to continue, value for money is reduced due to increased uncertainty or
work-around is required and reduced stakeholder confidence decreases potential for

better positive impacts.

In addition to the aforementioned issues with decision-making and resultant risks to
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achieving intended outcomes, an additional governance-related challenge identified by
way of these responses pertains to failure to follow-up on decisions made post-decision.
Specifically, one respondent noted a lack of communication between project stakehold-
ers/partners, limited meeting frequency and poor financial oversight resulted in signifi-
cantly less meaningful/sustainable results from projects regardless of their original qual-
ity (Respondent 2). It is clearly evident that governance challenges do not begin at the
inception of a project. Challenges may develop during the implementation phase if mon-
itoring and learning processes fail to sufficiently identify and manage emerging concerns.
The final governance-related challenge identified through the responses was that pro-
ject managers may redirect their attention from maintaining consistency with long-term
strategic goals toward managing the day-to-day operations of the project. One respond-
ent stated that some projects are managed solely to ensure continuous workflow with-

out providing lasting change or resulting in increased impact (Respondent 2).

Collectively, the responses indicate that governance and leadership contribute to project
success primarily through their influences on project effectiveness, relevance, value for
money, and social impact, with some indirect influences on project efficiency. Effective
steering, clear roles, timely decisions and regular follow-up facilitate alignment between
project goals, activities and resources and enhance the likelihood that projects will pro-
duce sustainable outcomes rather than short-term outputs. Conversely, fragmented
ownership, weak authority, slow decision-making and weak monitoring increase the
probability that projects will comply with procedures but fail to demonstrate success in
a strategic sense. In this manner, the empirical data provide support for the preliminary
framework established in Chapter 2 and add specificity to it by illustrating the particular
governance mechanisms that practitioners believe are most significant in the Finnish

public sector.
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Table 3 Governance and leadership CSFs and linked success criteria

Theme Short description Main success | Re- [llustrative expression
criteria af- | spond-
fected ents
Active and | Steering group ac- | Effectiveness; | R1, R2 | “professional, active
competent | tively guides the pro- | relevance; suitable steering
steering ject, meets regularly, | value for group”;  “well-func-
requires interim re- | money; wider tioning steering
sults, and makes de- | societal ef- group work, led by a
cisions when needed | fects competent chairper-
son”
Clear roles | Responsibilities are | Effectiveness; | R2, R3, | “looks  after the
and owner- | visible and authority | relevance; R4 whole project”; com-
ship is aligned with ac- | value for mon goal, organisa-
countability money tion and responsibil-
ity
Timely and | Decisions are made | Efficiency; ef- | R1, R2, | governance should
decisive in time and steering | fectiveness; R4 “make decisions
leadership | responds when | value for when  change is
change is needed money needed”
Stake- Governance includes | Effectiveness; | R1, R2 | “clear, practical bene-
holder en- | practical dialogue, | relevance; fits for businesses”;
gagement | reporting, and com- | wider societal competent reporting
and com- | munication with rel- | effects and communication
munication | evant stakeholders
Monitoring | Progress, meetings, | Efficiency;
and follow- | interim results and | value for
up budget follow-up are | money; effec-
systematic and | tiveness
transparent
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4.3.2 Procurement Strategy and Capability

Procurement strategy and capability were two of the most obvious themes that emerged
empirically across the four case studies. Procurement was viewed as a way in which pro-
ject needs, legal requirements, budget constraints and broad success criteria were trans-
lated into contracts, supplier relationships and implementation conditions. Therefore,
respondents viewed procurement as a core component of project management strate-

gies rather than simply as an administrative exercise.

In relation to what enables procurement, the responses indicated that there are two
major factors. First, the procurement approaches that enable cooperation and practical
problem-solving were considered important. One respondent provided an example of
an alliance type procurement approach that had been used previously in an infrastruc-
ture project. This respondent highlighted how close cooperation between the client and
the principal contractor during the development stage of the project facilitated the pro-
ject moving forward more efficiently and that the same cooperative ethos continued
during the implementation phase. The respondent highlighted that this reduced dis-
putes "because the client is involved in the decision-making of the project in the project
group" (R1). This example suggests that, from the practitioner's perspective, procure-
ment can be a key factor in supporting project success when the chosen procurement
model facilitates a cooperative working relationship between parties as opposed to us-

ing only formal contractual mechanisms to keep parties apart.

The second key theme which emerged from the respondents’ comments concerning pro-
curement involved the importance of preparation and competition within procurement.
R2 indicated that most of the procurements conducted by their organization fell under
the National Threshold and therefore open competitive tendering was not legally re-
quired. However, he said his organization followed its own internal rules to ensure fair-
ness, competitiveness and best practice throughout the procurement process. For in-

stance, he said they typically sought out at least three quotations from different
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suppliers. He believed that this provided them with a good value-for-money outcome,
while maintaining an efficient and flexible process.

Another respondent made a similar comment when he said that "procurement works
well...when there is good competition and well-prepared request for quotation" (R3).

In general, the comments suggested that procurement capability was not perceived as
being dependent upon very complex processes. Rather, what appeared to matter most
were fundamental yet important practices; namely clear tender preparation, reasonable
requirements and the potential to generate genuine competition.

A third positive theme emerging from the comments was the influence of lifecycle econ-
omy in procurement decisions. R4 said that they attempted to incorporate lifecycle eco-
nomics into both project and procurement decision-making. While the data does not
provide a detailed description of how lifecycle economics is practiced within the pro-
curement environment, the fact that R4 mentioned lifecycle economics as one aspect of
their decision-making process is significant. It demonstrates that at least part of the sam-
ple viewed procurement quality not solely in relation to the cost of goods purchased
initially, but also in terms of overall value-for-money; including aspects related to sus-
tainability and long-term value. This provides further evidence of the link between pro-
curement and long term value, particularly in strategically focused projects where ongo-

ing benefits post-contractual are anticipated.

On the other hand, the negative side of the responses are also important. Two recurrent
issues have been identified; firstly, the lack of sufficient preparation prior to the com-
mencement of procurement and secondly, the occurrence of late changes during the
contract execution phase. Rigid procurement procedures, lack of clarity and uncertainty
in the definition of the scope of the project have resulted in inefficient and costly pro-
curements. Furthermore, procurement has become an obstacle for achieving project
goals and objectives. Rigid interpretations of rules and limited opportunities for adapta-
tions during the implementation phase of the project may lead to administrative bur-
dens and delayed decision-making processes, even though the formal procedures have

been followed (R2). Another respondent also mentioned that in cases where the number
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of potential bidders is very small and where the re-tendering or waiving of requirements
is a time-consuming task, it may be almost impossible to introduce changes to the orig-

inal contract (R3).

The Finnish point of view involves more than just doing what technically is legal. The
essence of procurement is the freedom to operate within legal and regulatory compli-
ance (or authorized operation). Obeying the law or complying with legislation is not good
procurement. Best procurement practices state that the procurement must be done to

help the real project and not only the formal processes.

Third were the responses (and perhaps themes) arising from asserts by surveyees, about
the pressure on procurers arising from the recourse to lowest-price purchasing. In the
view of respondent R4 “there are too many lowest price procurements” and “the lifecy-
cle cost of the product or service is usually ignored”. This fits in well with the discussions
in Chapter 4 regarding trade offs when lowest price becomes the most important deter-
minant of value for money. Nevertheless, respondent R4 did not consider this a big issue.
Instead, he viewed the lowest price as a factor that affects the decision of procurers.
Accordingly, the lowest price becomes a battleground for an issue of what really is value
for money which concerns strategic public projects. In strategic public projects, if lowest
price becomes the most important criterion to make procurement decisions, it may run
counter the objectives of such projects — namely quality, life cycle consideration and long

term public benefits.

Overall, the responses collectively indicate that the procurement strategy and capability
can contribute to project success through various mechanisms including, but not limited
to, efficiency, value for money, sustainability and social value. Co-operative models,
meaningful competition, good tender preparation and the focus on lifecycle economy
are seen as contributing positively to procurement quality. Conversely, poor preparation,
continuous changes, strict adherence to rules, limited competition and sole reliance on

the lowest price are seen as negatively impacting the contribution of procurement to the
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overall success of a strategic project. In summary, the empirical findings reported above

support the preliminary framework that was outlined in Chapter 2, but further refine

this framework in that the empirical findings demonstrate that, in practice, procurement

capability is primarily experienced as the ability to connect legal compliance with prac-

tical implementation conditions and the longer term project value.

Table 4 Procurement-related CSFs and linked success criteria

Theme Short description Main  suc- | Re- Illustrative expres-
cess criteria | spond- | sion
affected ents

Cooperative | Procurement arrange- | Effective- R1 “the client is in-
procure- ments that support | ness; value volved in the deci-
ment mod- | close cooperation, | for money; sion-making of the
els shared problem-solving | sustainabil- project in the pro-

and ongoing client in- | ity ject group”

volvement during im-

plementation
Internal Use of organisational | Efficiency; R2 “efficient and flexi-
rules sup- | procurement rules be- | value for ble”; requests for
porting low threshold values to | money offers from at least
competi- ensure equal treat- three suppliers
tion ment, competition and

practical flexibility
Well-pre- Clear and realistic ten- | Efficiency; R2,R3 | “good competition
pared re- | der preparation that al- | effective- and well prepared
quests for | lows meaningful com- | ness; value request for quota-
guotation petition and workable | for money tions”

implementation
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efits

Attention to | Procurement choices | Sustainabil- | R4 “life cycle econ-
lifecycle that consider costs and | ity; value for omy”
economy value beyond the initial | money

purchase price
Weak prep- | Poor initial planning | Efficiency; R1,R3 | “too little time to
aration and | and changes during ex- | value for make offers and or-
late ecution that create ad- | money ders properly”;
changes ditional work, delay and plan changes dur-

cost growth ing execution
Rigid inter- | Strict procedural read- | Effective- R2,R3 | “changes  almost
pretation ing that limits adapta- | ness; value impossible to
and low | tion and slows decisions | for money; make”
flexibility during implementation | sustainabil-

ity

Lowest- Narrow price-based se- | Sustainabil- | R3, R4 | “there are too of-
price focus | lection and low supplier | ity; value for ten lowest price de-
and weak | competition that may | money; cisions”; few con-
competi- undermine lifecycle | wider socie- tractors; local em-
tion value and broader ben- | tal effects ployment concerns

4.3.3 Risk and Front-End Planning

Risk and front end planning represent a second critical area of the empirical data. As

demonstrated by the responses provided, the success of the front end is directly corre-

lated to the degree of clarity exhibited in the early thinking about the project; that is to

say, the degree of clarity exhibited in defining the problem; the degree to which the pro-

ject is developed prior to its implementation; and the degree to which uncertainties are

identified prior to contractual and organizational commitments being made.
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Therefore, the responses provided demonstrate that respondents treated the front end
as a practical phase of the project during which the project outcomes are heavily influ-
enced. This is entirely consistent with the logical analysis provided in Chapter 3, where
"Front End Clarity" was expected to be one of the primary themes generated through

the coding process.

One response suggested, “careful early preparation” is vital, indicating what must be put
in place. The responder explained that, in research and development work, “it is useful
to try out and develop the approach prior to taking on the full project so you can see
whether your target audience understand your planned questions or methods, and find
out ‘the important things that have been missed’” (R1). While the example from the
respondent is about the development and implementation of a survey, the principle is
much broader; with front end preparation, you will improve the quality of your project
significantly by spotting misunderstandings and missed out things as early as possible,
i.e. when you can still do something about them. Yet another respondent stressed the
need for “defining problems clearly and precisely right from the start”; and in fact, he
recommended that defining problems clearly and precisely right from the start is the
best way to minimize fragmentation in a team effort. He also reiterated the need to iden-
tify and analyse possible options and uncertainties, namely operational, financial and
stake holder related, early on so as to be able to design a contingency plan to mitigate
the impact of those risks beforehand. Another respondent underlined the advantage of
having a process when organizing a project where: responsibilities are defined at the
very start of the project; each participant has a good understanding of their roles and
expectations. (R4). Together these responses indicate that respondents believe that ef-
fective front-end planning includes some or all of: clear definition of problems; realistic

preparation; early recognition of risks; and clear assignment of responsibilities.

A secondary facilitating factor for implementing the project was an early consensus with
regard to what would have to be done, who would do it, and what kind of practical cir-

cumstances had to exist before anything could be done. The respondents seemed to
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indicate that developing front-end documentation and planning is about developing suf-
ficient common ground among all parties involved such that their subsequent project
work will proceed in a coherent manner. All of these elements — clear objectives; realistic
scope; and good preparation — are described in the study as important in contributing to
better service outcomes and more sustainable results. To the extent that the front end
of a project contributes to the quality of a project, it appears in this dataset to influence
both the efficiency, effectiveness and relevance of a project's results by reducing the
likelihood that the project will continue under unclear assumptions or unconnected
goals. The respondents who provided negative comments also supported this interpre-
tation. Of the two major limitations identified in the data regarding the development of
front-end planning were lack of flexibility when trying to change direction in a project

after it begins, and inadequate preparation prior to beginning.

The problem identified most often throughout the study as being the biggest barrier to
changing direction in a project after it has begun is how difficult it is to make changes to
projects while they are still active. R3 stated, "In many cases, almost no changes [can] be
made" to the scope of a project or to contract terms due to restrictions related to trig-
gering another formal competitive process. This indicates there is a significant constraint
within the Finnish public sector that was previously mentioned in previous studies. The
decision making authority during the front-end of a project carries significant weight,
and consequently, options for adjusting those decisions later in the project may be sig-

nificantly limited.

Another limitation is poor preparation. One response indicates that when the planning
is poor and key decisions are delayed until later, the pressure to deliver the project on
time will increase and the potential for problems with cost, schedule and outcome will
also increase (R1). An additional limitation of front-end planning is poorly defined re-
sponsibilities in the early stages of the project. If the responsibility for planning is diffuse
or poorly coordinated, it will be increasingly difficult to achieve consistency between the

initial problem definition and later implementation (R1).
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The findings demonstrate a pragmatic perspective on front end planning as vital part of
the strategic management process of public sector projects. The responses of those in-
terviewed all highlighted that it is necessary to have quality at the beginning phase of
defining the project including all stakeholders in the same set-up as well as having a clear
set of roles from the very start. Aside from this, those surveyed pointed out that once
procurement has started, or even earlier when a project gets implemented, it is difficult
to resolve bad decisions from the early stages. In terms of the research methodology for
this study, these findings were significant because they indicated that in the Finnish Pub-
lic Sector, Risk and Front-End Planning can be considered in broader ways than just a
technical exercise. Rather, they appear to act as an initial governance capability which
influences multiple aspects of project success (including efficiency, effectiveness, rele-

vance and value for money) simultaneously.

Table 5 Risk and front-end planning CSFs and linked success criteria

Theme Short description Main  suc- | Re- lllustrative ex-
cess criteria | spond- | pression
affected ents

Clear prob- | Early agreement on the | Effective- R2,R4 | “clear and pre-

lem defini- | core problem and project | ness; rele- cise problem

tion purpose so that partners | vance; value definition at the
understand the same ob- | for money outset”
jective

Early prepa- | Time and effort invested | Effective- R1 identifying

ration and | in testing, refining and | ness;  effi- “what essential

refinement | improving the planned | ciency issue has been
approach before full im- missing”
plementation
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Early risk | Consideration of opera- | Efficiency; R2 “risk assessment
recognition | tional, financial and | effective- early” with miti-
stakeholder risks before | ness; value gation measures
implementation begins for money
Clear re- | Early clarity on roles and | Efficiency; R4 each actor
sponsibili- expectations in the pro- | effective- knows what is
ties  from | ject organisation ness expected from
the start the start
Limited flex- | Procedural and contrac- | Efficiency; R3 “changes almost
ibility after | tual constraints make | effective- impossible  to
early deci- | later changes difficult | ness; value make”
sions once implementation is | for money
underway

4.3.4 Digital and Data Governance

In comparison with the three previous chapters, digital and data governance are signifi-
cantly less prominentin the responses. This is an empirical discovery in its own right. The
data collected through the survey clearly does not mean that digital and data challenges
are absent from the strategic public sector projects in Finland; however, the data sug-
gests that there is considerable variation in how clearly these issues are reflected in re-
spondents' experiences of their individual projects. Therefore, this section remains in-

tentionally cautious and focuses on the actual examples that respondents provided.

The best way to use all the data is as a '5 dimensional results matrix' that uses the build-
ing register data; owner type, frame material and volume are variables; they were de-
rived from a very large national register database (R1) and therefore the digital and data
elements of capability relate to the fact that you could create the framework for analysis
and decision based upon the structure of the register. although it was not developed into

a larger data governance model - the development of a very complex results matrix using
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publicly available data indicates the opportunity for the increased strategic effectiveness
of projects with increased levels of complexity in their analytical requirements and evi-
dence based decision making. Practically speaking, organizations may be able to improve
the probability of achieving project success on their digital and data governance needs
through access to appropriate data sets, structuring the appropriate data, and providing

information that will enable better decision making.

In addition to "clarity of responsibility," another theme that emerged from the data is
"clearness of responsibility." Data collector R4 states that defining roles and responsibil-
ity among all stakeholders clearly and ensuring there is a designated person who will
maintain each piece of data is critical. Clearly defining roles and responsibilities for data
maintenance is very important when data are being collected, shared and used by mul-
tiple stakeholders at various stages throughout a project. Defining roles and responsibil-

ities for data should never be viewed as a small detail in this type of situation.

The practice of digital and data governance isn't simply about either systems develop-
ment or technology. Establishing clear authority (or "ownership"), defining who has in-
dividual or group responsiblity for that area of oversight, and proper management of the
information using traditional organization wide processes are all part of what constitutes
effective digital and data governance in reality. The research cited previously would ap-
pear to indicate many organizations view the practice of digital and data governance as
more of a process oriented issue related to how an organization operates rather than a

technical specialty related to organizing the projects within an organization.

Some respondents provided insight into potential constraints with regard to practical
applications. Specifically, respondent R4 stated that the most frequent "weak link" in
such projects is people. When "Incomplete Entries" exist within systems containing
those entries, they contribute to lower quality data (R4). This is helpful in identifying
limitations because it focuses attention on routine data management rather than focus-

ing on the technology itself. Results indicate that the utility of systems and databases are
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greatly influenced by how thoroughly and consistently they are managed. Therefore,
even though a technical infrastructure may exist, issues associated with poor quality data,
lack of available entries, etc., can significantly limit the utility of digital tools and other

information-based assets.

However, two respondents also indicated that digital and data challenges had not been
major components of their strategic projects or that they had very little experience with
digital and data projects (R2 and R3). This is a point that should not be dismissed. It
suggests that digital and data governance is not considered to be equally important in
all types of strategic projects as they are represented in the survey. Therefore, the do-
main should not be presented as being more empirically developed than it currently is.
The most robust conclusion supported by the data is that, where digital and data gov-
ernance are relevant, respondents attribute them to the practical use of good quality
data, clear responsibility for managing information, and regular maintenance of data
quality. Conversely, when the conditions above are weaker, digital and data elements will

have much less of a meaningful contribution to the success of projects.

Collectively, the responses suggest that digital and data governance affect project suc-
cess primarily through effectiveness and efficiency, and to a lesser extent through sus-
tainability, where good data support long-term planning or analysis. Nonetheless, the
empirical material in this domain is smaller than in the other four domains, and that
limitation should be recognized. Thus, while digital and data governance will continue to
be a part of the CSF framework in Chapter 4, digital and data governance are, within the
current data set, primarily presented as aspects of responsibility, data quality, and the
practical utilization of register-based data, rather than through broader digital transfor-

mation themes.
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Table 6 Digital and data governance CSFs and linked success criteria

Theme Short description Main suc- | Re- lllustrative ex-
cess criteria | spond- | pression
affected ents
Use of regis- | Structured use of public | Effective- R1 “5 dimensional re-
ter-based register data to support | ness;  effi- sult matrix” based
data analysis and more in- | ciency; sus- on the Finnish
formed project under- | tainability Building Register
standing
Clear data | Defined responsibility | Efficiency; R4 “clear responsibil-
responsibil- | areas for maintaining | effective- ity areas”
ity particular datasets and | ness
information resources
Everyday Attention to complete | Efficiency; R4 “the weakest
data quality | and accurate entries in | effective- link ... has usually
routine work so that | ness been people”; “in-
data remain usable complete entries”
Limited sali- | For some respondents, | — R2, R3 digital/data issues
ence in some | digital and data issues not central or only
project con- | were not central in their limitedly present
texts project experience

4.3.5 Sustainability and Lifecycle Value

The results illustrate that whilst sustainability and lifecycle value were both identified
within the two responses, they were identified in differing ways. For instance, some re-
spondents specifically referenced these terms through specific policy or project initia-
tives. On the other hand, some respondents did so in a more general way e.g. expecta-
tions, funding requirements, and/or limitations. As such, the differences are very rele-

vant. They suggest that sustainability and lifecycle value are not absent from strategic
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public projects, however, there is no consistency of application of sustainability and

lifecycle value amongst organisations or types of projects.

One example of an obviously positive connection between sustainability and actions was
when a respondent referenced an example of a sustainability action being implemented
through their work or involvement with a specific project. The respondent referenced a
project implementing Energy Efficiency Standards in New Buildings in Finland in 2014,
2017 and 2020. In referencing this project, the respondent also made connections to
other areas including training/development, social/enviro-nmental issues, energy effi-
ciency/carbon neutrality as ways to improve sustainability; cost effective means of im-
proving sustainability; and the contribution of sustainability to society as a whole (R1).
This example is important because it relates sustainability to actual practice within the
community and links it to long-term societal benefit(s) rather than just stating an official

goal.

A second respondent indicated that "environmental and social factors" have been
aligned with the "goals and objectives" of many projects and that they are also included
in the funding criteria for those projects (R2). This suggests that in certain project con-
texts, sustainability has been embedded into the project from its inception, as opposed

to being considered separately at a later time.

In addition, another respondent also stated that "equality obligations" are part of each
and every one of their projects (R3), thus there seems to be an understanding among
this respondent that community responsibility is just one of those many things you have
to do when doing a legitimate public sector project. Another respondent used similar
wording to describe participation and commitment (R4) in regards to how they imple-

ment sustainability-related objectives.

There appear to be three general ways in which the responses suggest that sustainability

will have a positive impact on this particular area. First, there is evidence that



129

sustainability should be incorporated into project objectives and funding requirements
from inception. The research indicates that when environmental and social elements are
included within the objectives or funding parameters for a project, sustainability has a
greater opportunity to influence implementation and not simply exist as a formal decla-
ration. Second, the study found an underlying normative or regulatory base. For example,
references were made to "equality obligations".While this research does not suggest that
all types of sustainable solutions are in use throughout the entire lifecycle of a particular
project, it demonstrates that a number of stakeholders have started treating some of the
sustainability-related values as standard expectations for the context of their public
works. In addition, this research indicates a substantial level of both theoretical and prac-
tical support and involvement in sustainability initiatives. The data collected by this re-
search indicate that sustainability seems to be far more effective when based on criteria
that go beyond simply being formally adopted, and when the stakeholders participating
in a given project actively participate and exhibit genuine interest in the project's com-
pletion. This further supports the idea that this research found sustainability to be
viewed as something other than purely environmental or technical; rather, it was seen
as a means through which one could achieve desired outcomes, influence funding deci-

sions, reflect society's values and inform everyday practice.

In addition to these potential catalysts for sustaining long term value creation through
sustainability and lifecycle planning, the responses highlighted several potential barriers
to realizing this goal. A number of respondents identified people's mindsets regarding
sustainability and the time required to incorporate it into organizational or political agen-
das, limited availability of public funding for supporting sustainability initiatives, and lim-
itations in terms of knowledge and education as primary constraints (R1) and other re-
spondents noted that more sustainable options tend to be more costly at outset or pro-
vide a lower rate-of-return over the long run (R4). These responses suggested that sus-
tainability and lifecycle value would often be limited by a combination of cultural/organ-
izational factors, capability constraints, and economically-oriented decision making.

Therefore, although respondents generally agreed that sustainability is important, they
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also acknowledged that even when sustainability is deemed desirable, it may be sacri-
ficed due to short-term affordability concerns, limited knowledge about what might con-
stitute sustainable solutions, or lack of political support.

When evaluated relative to the six success criteria provided above, the empirical evi-
dence collected suggests that sustainability/lifecycle value has been most strongly asso-
ciated with each of the three criteria -- sustainability/lifecycle value itself, value-for-
money, and societal-wide impacts. Additionally, a relationship was found between sus-
tainability/lifecycle value and another two CSFs — effectiveness and relevance. Formal
incorporation of sustainability into a project’s goals, funding structures and implemen-
tation processes will increase the duration of legitimacy of the overall project’s outcomes.
However, if it is undermined by budgetary pressure or limitations on the use of infor-
mation or political backing/support then the outcome is usually not total failure. Rather,
it seems to lead to significant reductions in ambition and a transition of focus to achieve
short-term deliverables. The research results reinforce previous Chapter 4 research re-
sults where respondents differentiated between formal completion of a project and
achievement of strategic success of a project through attainment of its intended project
outcomes. Therefore, similarly to all of the other areas researched in Chapter 4, the key
determining factor in this particular area as well is not simply the explicit reference to
sustainability. Rather, it is whether or not the use of sustainability ultimately leads to
authentic decision making processes followed by continued stakeholder involvement.
Therefore, taken collectively, the study data support the retention of sustainabil-
ity/lifecycle value as an independent CSF domain within the previously proposed frame-
work. At the same time, however, the data also indicate that this domain must be viewed
with caution. Sustainability/lifecycle value appeared to be most clearly articulated in this
dataset when sustainability was formally linked to a unique set of project-based objec-
tives/goals, funding mechanisms/equity obligations/commitments among stakeholders,
and actual decisions made during project development regarding increases in upfront
investment costs relative to anticipated future returns. Therefore, while the general find-
ings support the original framework proposed in Chapter 2, they also indicated that in

reality sustainability is frequently influenced by a variety of factors including capabilities
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constraints, affordability concerns, and institutional commitments and therefore cannot

be treated solely as a distinct technical discipline.

Table 7 Sustainability and lifecycle value CSFs and linked success criteria

political/organisational

support is limited

Theme Short description Main suc- | Re- lllustrative  ex-
cess crite- | spond- | pression
ria affected | ents
Sustainability Environmental and so- | Sustainabil- | R1, R2 | “aligned with the
embedded in | cial aims are built into | ity; effec- project goals and
goals and fund- | project goals and/or | tiveness; aims”; linked to
ing funding criteria from | value for funding criteria
the beginning money
Equality  and | Equality obligations | Sustainabil- | R3 equality obliga-
public-value and related public val- | ity; wider tions as a natural
baseline ues form a normal basis | societal ef- basis for projects
for project work fects
Participation Sustainability-related Sustainabil- | R4 participation and
and commit- | aims are supported | ity; wider commitment as
ment through  stakeholder | societal ef- relevant condi-
participation and com- | fects tions
mitment in implemen-
tation
Knowledge, at- | Sustainability is hin- | Sustainabil- | R1 “people’s  atti-
titudes and or- | dered where | ity; rele- tudes”; lack of
ganisational knowledge is weak, at- | vance knowledge or ed-
support titudes are negative, or ucation
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Cost and pay- | More sustainable solu- | Value for | R4 higher costs and
back con- | tions may be depriori- | money; long payback
straints tised when initial costs | sustainabil- times

are higher or payback s | ity

perceived as too long

4.4 Prioritisation of Critical Success Factors and Perceived Imbalances

In addition to describing outcomes and domain-specific enablers and barriers, the re-
spondents were asked to identify which success factors they personally consider most
important in the strategic projects they know best, and which factors they feel receive
too much attention compared with others that matter more for long-term results. These
questions speak directly to the second part of the research question: how practitioners
prioritise and enact critical success factors in practice within the Finnish public-sector

context.

4.4.1 Most important success factors

In order to get at what practitioners actually believe are the most important things for
the success of strategic projects within their own organisations, the survey included a
"prioritization" question.This type of question has a particular advantage over the ones
that ask respondents to rate separately each of the six success criteria. When we look at
the answers to this question, we are looking at how practitioners think about their actual
project work.While there isn't one consistent ordering of priorities, the types of items
that were selected most frequently are very similar to those found in the domain sec-

tions.

Respondents most commonly selected governance/leadership, organisational capability,
communication/collaboration, and procurement competition/purchasing scale. There
was a respondent who emphasized capability and organizational discipline much more

than the other respondents. This respondent stated that success depended on having
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"the right people" in place (competent and sufficient human resources for different
roles), and then ensuring that they had a common understanding of their role in the
project and worked with "clear and measurable targets", as well as "reporting, docu-
mentation and communication". Therefore, people, structure, and information systems

are interrelated.

The second respondent also picked a high number of possible priority areas. The second
respondent noted that "strong and effective governance", "the stakeholders are actively
involved," "there is clear objectivity and risk management" , "communication and col-
laboration are effectively undertaken", and "financial and operational control" were all
required for success. These selections are consistent with the larger results found in sec-
tion 4.3. Although, the first item (governance) is prioritized, it is viewed as being depend-
ent upon other closely related items (such as, e.g., stakeholder involvement, an unam-
biguous sense of direction, risk management, and the ability to communicate). In this

context, success is the result of a well-working overall management system, rather than

due to the existence of any single component.

A third respondent put much greater emphasis on the procurement process than the
first two. Procurement strategies and the competitive environment were most important
for the respondent. "High competition" resulted in both "better cost and better project,"
and "the purchasing value is bigger." It appears that procurement is viewed as the single
most important aspect of a project's success by this respondent. This is particularly true
in situations where competition, contract terms, and available suppliers have a signifi-
cant impact on the ability to carry out a project. This respondent placed no emphasis on
governance or communications. In fact, their responses indicate they operate in an en-
vironment in which the procurement process is primarily responsible for determining a

project's success.

The fourth respondent had also emphasized the governance-related aspects.

In addition to mentioning in Finnish "yhteinen tahto ja paamaard" (common will and
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purpose), "hyva organisointi" (good organisation), "vastuuttaminen" (assignments of re-
sponsibilities) and "jarjestelmallinen eteneminen" (steady progress), he provided a very

short but clearly strategic view of what is required for a project to succeed.

These responses indicate that practitioners weigh the greatest amount of importance on
a relatively small number of recurring conditions. The most prominent pattern relates to
governance and leadership, specifically strong steering, shared purpose, organization,
responsibility and systematic progress (R2, R4). A second pattern relates to human and
organizational capability, specifically competent staff, sufficient resources, clear metrics,

reporting and documentation (R1, R2).

A third pattern relates to communication and stakeholder engagement, which are con-
sidered to be important for maintaining alignment between project activities and the
overall outcome(s) of the project (R1, R2). Procurement competition and purchasing
structure appear as a distinct priority in one response, indicating that, in some projects,
the design of procurement is seen as the primary practical means of achieving success

(R3).

From the standpoint of the six success criteria, the prioritization of these conditions ap-
pears to primarily support effectiveness, relevance, efficiency and value for money.
Strong governance, a shared direction and clear objectives contribute to the likelihood

of the project being relevant and successful in achieving its intended outcome(s).

Competent staff, communication and reporting contribute to the quality and efficiency
of the project. Financial discipline and procurement competition are most directly linked
to the success of the project in terms of efficiency and value for money. Wider societal
impacts are less directly referenced in the prioritization answers, but remain present

where the respondents reference stakeholder engagement and regional outcomes.
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Similar to the findings from the domain sections, the prioritization answers provide evi-
dence that practitioners prioritize those factors that contribute to the coherence, organ-
ization and control of the project. Additionally, the prioritization answers demonstrate
that the context of the project influences the prioritization of factors. Not every respond-
ent emphasized the same domain, nor did every factor matter equally in every case. It is
essential to consider this when interpreting the results.The objective of this study is not
to develop a definitive ranking of the critical success factors for all Finnish public sector
projects.Rather, the objective of this study is to identify those factors that are most

prominently evident in this limited sample of practitioner responses.

Within that scope, the findings suggest that high levels of governance quality, capable

people, clear objectives, communication and procurement design represent significant

practical requirements for success.

Table 8 Practitioners’ prioritised success factors

Re- Prioritised factors (summary) Main CSF domains | Main success

spond- involved criteria empha-

ent sised

R1 Competent and sufficient human | Governance and | Effectiveness; ef-
resources; clear goal and result | leadership; risk and | ficiency; value
metrics; competent reporting, | front-end planning; | for money
documentation and communica- | digital/data-related
tion information prac-

tices

R2 Strong and effective governance; | Governance and | Effectiveness;
active stakeholder engagement; | leadership; risk and | relevance; effi-
clear objectives and risk man- | front-end planning; | ciency; value for
agement; effective communica- | procurement strat- | money;  wider
tion and collaboration; financial | egy and capability societal effects
and operational discipline
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R3 High competition; large purchas- | Procurement strat- | Efficiency; value
ing value egy and capability for money

R4 Common will and goal; good or- | Governance and | Effectiveness;
ganisation; assignment of re- | leadership relevance; effi-
sponsibility; systematic progress ciency

4.4.2 Balancing and Trade-Offs Between Success Criteria

In addition to examining whether the respondents and their organizations could imple-
ment the six success criteria (in terms of the extent to which the six were perceived to
be implemented), the survey also asked how they tried to achieve them. It is important
to examine how organizations attempt to meet these criteria since this represents a tran-
sition from conceptualizing success to attempting to attain success within an environ-

ment where various objectives and values are competing.

It appears that all respondents recognized that achieving balance among the six criteria
is necessary; however, the approaches taken varied. While some respondents noted that
balancing is simply a component of general project work, others felt that there was in-
sufficient flexibility under existing law, regulation and formal procedure to allow for gen-

uine discretion.

There were four major approaches to addressing the six evaluation criteria based on
responses from participants. One participant (R1) provided an explanation of how they
utilized balancing when developing their project. R1 explained that the balance was cre-
ated by combining individuals who had differing viewpoints. The use of balancing re-
sulted in having more than one perspective included in the development of their project.
These multiple perspectives could then be considered in both the development and ex-
ecution phases of the project. In addition, R1 stated that there would be no single view-
point from either the technical or organizational side of the project. A second participant
(R2) responded very briefly to the question; however, his response mirrored R1's. R2

stated that "good project management" is necessary for balancing to occur. However, as
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previously noted, R2 defined good project management as encompassing elements in-
cluding governance, stakeholder engagement, risk management, communications and
operational discipline. Participant R3 stated that balancing would be impossible because
of "the legal cornerstones." This response implies that for some types of projects, legal
or regulatory requirements may limit the ability to place greater emphasis on some of
the six criteria. The final participant (R4) described a more deliberate attempt at estab-
lishing a balanced project. R4 suggested that prior to beginning a project, a complete
plan should be established. The plan should include reviewing and ranking all six evalu-

ation criteria in relation to their perceived importance..

Therefore, while respondents' answers indicate that balancing can occur through cross-
functional involvement, manager's judgments, and/or through more planned processes,
many respondents believed that their ability to balance the criteria is significantly con-
strained by the broader regulatory context in which Finnish public sector projects are
conducted. In relation to when respondents provided additional specific examples of
how the six success criteria are balanced through their work, there were three major
trade-offs identified. Firstly, one of the major trade-offs was between the lowest price
and total lifecycle value. For example, R4 stated that "There are too many lowest price
decisions" and that "lifecycle economics are always overlooked". These comments illus-
trate that although respondents felt that long-term value was a significant consideration,
cost considerations have been more likely to influence decision making. Consequently,
efficiency and best value for money will likely be viewed in terms of least expensive pur-
chase price; sustainability and lifecycle value will continue to receive insufficient empha-

sis.

Secondly, there was an additional trade-off, namely between formal adherence to pro-
cedures and practical flexibility in project implementation. Several respondents empha-
sized their appreciation for the need to adapt to changed conditions but at the same
time indicated significant difficulties with this regard. Respondent R3 noted that "in

many cases it is almost impossible to make changes." Another respondent expressed a
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similar opinion about the complexity of the Finnish public sector's processes when he
stated that "the Finnish public sector has heavy, lengthy and restrictive processes." This
demonstrates clearly a contradiction in the Finnish public sector context between ac-
countability/fairness/lawful process on one hand and flexibility to act upon changed
data/information/situations. Therefore, project teams require to achieve short term ef-

ficiency/effectiveness/value for money, as well as achieving longer term value.

Thirdly, the third trade-off was associated with the size of procurement and the larger
community implications thereof. R3 stated that "because the scope of the purchasing
value eliminates all small local businesses from participating in projects this does not
promote local job creation." This comment illustrates that procurement decisions made
primarily based upon improving efficiencies/strengthening purchasing power could neg-
atively impact the degree of local involvement/participation in the local economy. Addi-
tionally, there were several references to target-setting in the responses. R2 criticized
the establishment of "numerical or quantifiable objectives that are poorly defined"
which can cause "an overemphasis on quantity rather than quality." While there is no
inherent flaw with measuring results, there is a potential flaw if the easiest-to-quantify

indicators become given greater weight than overall project results.

Overall, the responses demonstrate that it is not just a theoretical discussion whether or
not achieving all six success criteria can be accomplished. Rather, the achievement of
the six success criteria is a real-world/governance issue. Respondents clearly acknowl-
edged that the primary responsibility for achieving efficiency/effectiveness/rele-
vance/sustainability/best value/wider social effects simultaneously rested with strategic
public sector projects. However, they also demonstrated various examples of limitations
they encounter in actual practice. Some examples include: procurement regulations; le-
gal constraints; lowest price logic; complex bureaucratic processes; and limited perfor-
mance metrics. The prior sections of Chapter 4 (governance clarity/front end prepara-
tion/procurement capacity/lifecycle thinking) provide much insight into why respond-

ents consider these issues as relevant. They represent not only effective project
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management techniques but also ways in which to address tradeoffs between control-
ling costs in the short term and ultimately attaining success from a broader strategic
perspective.

Figures 4.2 summarizes the major trade-offs that respondents identified when attempt-

ing to balance the six success criteria in strategic public sector projects in Finland.

1. Lowest price / short-term cost Lifecycle value & sustainability

focus — (whole-life outcomes)

2. Rule compliance & heavy procedures Flexibility & ability to adapt (scope,
— timing, implementation)

3. Large aggregated contracts (high Local SME participation & employment

purchasing value) < > (wider societal effects)

Figure 4-2 Key trade-offs described by respondents when balancing success criteria.

4.4.3 Factors perceived as overemphasised

There was no question - only the restatement of the provided information below. | have
rewritten your text in a manner that sounds more like you spoke it, while still conveying

all of the same information.

The second set of questions included "Do you think some of the factors that are consid-
ered important in the strategic projects you have knowledge about, are given too much
emphasis compared to others that are more relevant to long-term success? Even though
the answers are very short, there is a consistent theme apparent: many of the respond-

ents perceive an imbalance of giving too much weight to the short-term, measurable,
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and administratively easy-to-manage issues, at the expense of the broader strategic im-

pacts.

According to one of the participants, who said, "Strict cost control, and micro-managing",
were specific examples of what gets an over-emphasis when talking about the typical
kinds of things (R1). This seems to imply, in some cases, there can be so much detail on
the specifics of managing money that this could take priority over developing capabilities,
learning, and longer term success. R2 said he believed "the establishment of quantita-
tive/numeric performance goals that are not well calibrated for a particular situation,
will have companies focusing on the number itself rather than what that number repre-
sents" (R2). He criticized the use of poorly designed measures as the primary driver be-
hind making decisions for where to allocate resources. Additionally, R3 noted that,
"When a company has such large purchasing dollars, that smaller, local businesses are
unable to compete against them for contracts in a project; therefore eliminating jobs in
that community" (R3). R3 illustrated how a decision-making process by a company re-
garding their purchasing dollars can create negative social effects. Finally, R4 pointed out
a different kind of imbalance stating that "too many organizations place an emphasis on
meeting today's or tomorrow's immediate needs vs., taking into account the needs of
communities in the future, and/or the long-term potential of a project". (R4). This sug-
gests that projects are too narrowly defined and implemented in terms of today's needs

and too broadly in terms of long-term relevance and sustainability.

Collectively, the answers to these questions show that the factors which were identified
as being emphasized excessively by participants do not appear to occur at random. Ra-
ther, the dominant theme within those areas most often referenced (i.e., strictly control-
ling costs; utilizing a variety of numeric performance measurement systems; relying on
a large scale purchasing based approach to the management of resources; and defining
problems primarily through a very short term focus) appears to center upon forms of
control. The participants did not indicate that the factors they listed were unimportant;

however, they noted that they became dysfunctional if they dominated all aspects of
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decision making, and displaced other relevant criteria for measuring long-term signifi-
cance, sustainability, total lifetime cost/value, local community benefits/impacts, and
meaningful results. Therefore, this section supports the trade-off model discussed in
Section 4.4.2. A key barrier to establishing successful strategic projects within the Finnish
Public Sector does not exist simply because it is difficult to determine what are the cor-
rect Criteria for Success (CSF); rather, the primary barrier lies in preventing overly restric-
tive definitions of "efficiency" and "control" from becoming the sole definition(s) of "pro-

ject success.

4.5 Synthesis: Empirical Refinement of the CSF Framework

The results from this chapter show that whether it is a small or large number of practi-
tioner response samples, strategic project success in the public sector encompasses far
more than the traditional "time-cost-scope" model. All of the practitioners involved in
this study agreed that a project is successful when it creates lasting benefits. That means
the value that is generated by a project continues long after the project has been offi-
cially closed out. Practitioner evaluations of their own projects would suggest that they
have little confidence in their ability to create long-term positive impacts from their pro-
jects. These same practitioners suggested that the goals of their projects were poorly
defined; and/or, the output(s) of their projects did not result in the incorporation of
those output(s) into the organizations on-going normal operating processes. Thus, the
empirical evidence suggests that the Six Criteria Success Model used as the basis for this
study is appropriate; and, further, that practitioners view success as being much more
than just good delivery performance. In addition to the Five CSF Domains identified pre-
viously -- Governance & Leadership; Procurement; Risk & Front End Planning; Digital &
Data Governance; and Sustainability & Lifecycle Value -- there appear to be a multitude
of other factors which contribute to success when utilizing multiple evaluation criteria.
In regards to Governance & Leadership, practitioners indicated that an effective steering
mechanism; clearly defined role assignments; and follow-up activities were key contrib-
utors. Procurement was approached by preparing well before a project begins; conduct-

ing competitive bids; and focusing on reducing costs via competition rather than simply
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looking at the initial bid price. Early goal setting; creating realistic expectations about
completing a project; and identifying potential risks and responsibilities at the earliest
possible time were highlighted by respondents in regards to Risk & Front End Planning.
There appeared to be some limitations in relation to Information regarding Digital & Data
Governance but there were indicators that defining clear accountabilities for organiza-
tional data and maintaining high data quality standards on a daily basis will be key. Re-
spondents noted both supportive conditions (establishing sustainability within funding
criteria/project goals); and barriers (attitudes/knowledge base toward sustainability;
sustainable options perceived as being too expensive/time consuming) in relation to Sus-
tainability & Lifecycle Value. Overall, the findings provided strong general support for the
prior Finland-specific CSF Framework developed using prior literature; while providing
greater clarity as to what elements are most critical to practitioners in their everyday

project work.

This empirical material includes some of the same characteristics that have been identi-
fied as general to empirically grounded research in Finland. Therefore, the above men-
tioned theoretical framework should be made clearer with reference to the specifics of
empirical work conducted in Finland. Respondents regularly referred to regulation and
the constraints of regulatory frameworks as they relate to their ability to achieve multi-
ple performance metrics in real world application. They discussed the legal, and proce-
dural pillars of their activity, the heavy weight of formal processes, and their inability to
adjust or alter course once the procurement, and implementation phases had been com-
pleted. A small number of respondents indicated they were aware of trade-off possibili-
ties associated with aggregated procurement (large) vs. local employment, and short-
term quantitative control vs. long-term qualitative outcomes.

Therefore, while the respondents' comments indicate that there are potentially 'critical’
success factors in the Finnish Public Sector (the 'real-world' impact of which will depend
on the manner in which the decision-making process regarding governance, procure-
ment, and front-end decision-making occurs), none of these success factors can operate

without a neutral environment. Again, as was mentioned earlier, this neutral
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environment is very heavily influenced by a combination of the need for legal compliance,
procedural caution, and limited opportunities for altering/adjusting prior decisions. This
would help explain why the respondents emphasized so much governance discipline,
front-end clarity, procurement capability, and lifecycle thinking in a constrained environ-
ment. These appear to be some of the few practical options available to protect multi-
criteria success in such environments.

In addition, the empirical data gathered during Chapter 4 is not a replacement for the
literature-based framework developed in Chapter 2. Rather, it adds clarification. Specif-
ically, it identifies the aspects of the literature-based framework that are most critical
from a practical perspective, identifies areas of perceived conflict from respondents per-
spectives, and identifies context elements most representative of Finland. In turn, Chap-
ter 5 builds on this synthesis to develop a refined Finland-specific CSF Framework using
both empirical data and literature-based information. Additionally, Chapter 5 offers prac-
tical advice for practitioners and stakeholders involved in developing strategic public sec-
tor projects.

Figure 4.3 summarizes the primary empirical patterns identified in Chapter 4. Practi-

tioner prioritized critical success factors function in a rule bound Finnish public-sector
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environment and contribute to success in all six criteria of success employed in this thesis.

Finnish public-sector context and constraints

Rule-bound environment; legal and procedural cornerstones; limited flexibility
after decisions; lowest-price pressure; heavy and time-consuming processes

Practitioner-prioritised critical success factors

Governance clarity and active steering; front-end clarity and early preparation;
procurement capability and meaningful competition; lifecycle thinking; clear
responsibilities, communication and follow-up

Multi-criteria project success

Efficiency | Effectiveness | Relevance | Sustainability | Value for money | Wider societal
effects

Figure 4-3 Empirical synthesis of context, prioritised CSFs and multi-criteria project suc-
cess.
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5 Discussion and Conclusions

This report investigates what matters most to achieve success in strategic public sector
projects in Finland. Research was done to find out how professionals evaluate and apply
the most important success criteria in their own project work. To some extent, success
appears to rely mainly on the quality of a few interrelated success criteria that include:

Good government and good proactive management; A clear definition of the project (a
clear definition of the purpose of the project); A realistic plan of the project (including
timelines etc.) developed during the front end of the project; Procurement capabilities
that allow for more than just low-cost purchasing; Effective communication and colla

oration among professionals; Lifecycle value (i.e. sustainability).

The importance of effective governance and proactive management in developing a pro-
ject during the front end of the project was supported both by prior research and by
empirical data. Prior research shows that a lack of clarity regarding the scope of a project
idea (or uncertainty) and/or ineffectiveness of project development during the front end
of the project have a negative impact on long term success of public sector projects and
therefore less public value. Respondents repeatedly indicated that there needs to be an
active governing body to actively govern the project during the entire duration of the

project rather than to let governance become formal/ceremonial.

It can be said that an organization's ability to procure needed goods and services (pro-
curement), is likely to be one of the most significant factors determining success with
regards to Strategic Projects in the Public Sector in Finland. Literature reviews and prac-
tical guides have been written in Finland stating that procurement should support an
organizations' strategic objectives and that it should represent a good use of tax payer
dollars. The results presented in Chapter 4 provide evidence that this conclusion is sup-
ported by answers from practitioners. Procurement was directly related to whether or
not the project had a successful outcome. Practitioners stated that successful procure-

ment led to: Multiple competitive bidders; Development of a full Request For Proposal
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(RFP); Reasonable contractual terms; Assessment of all potential direct/long term con-
sequences associated with each acquisition. Conversely, failed procurement has caused:
Non-flexible contractual terms; Lack of preparation; Limited discretion/judgment; Reli-
ance upon choosing the "lowest bidder," without appropriate evaluation as to the value

being provided to taxpayers through their expenditures.

Public sector projects need much more than just policies and procedures.
While more than policies and procedures, numerous other factors contribute to the Suc-
cess of public sector Projects. the Literature Review and survey found that a good team,
Management Support and Cooperation among stakeholders were essential to the Suc-
cess of public sector Projects. Although all respondents understood Sustainability and
Lifecycle Value concepts, translating them into practice was not always straightforward.
This has been demonstrated in project Goals, Funding Rules, equality commitments and
stakeholder expectations where the ideas of Sustainability and Lifecycle Value have ap-
peared. However, similar to most areas of working in the public sector, there have been
obstacles to implementing sustainable and long term thinking due to budget constraints
and resource limitations. A major discovery from this research was that it provides in-
sights into the Culture of the public sector in Finland. one aspect of the Culture of the
Finnish public sector is a strong emphasis on Fairness, Documentation and Process.
These values are beneficial to ensure fair and consistent delivery of Projects. However,
these same values can be limiting to Changes made to Projects once they have com-
menced. In summary, in order for public sector Projects to achieve Success at the begin-
ning of the project life cycle they need to include Clear Objectives; clearly defined roles;
good procurement; and long-term thinking. In general, the results of this study indicate
that Success does not occur as a result of one single factor or action. Instead, Success
occurs when several key factors function well together. Projects will succeed if they are
well-defined and developed early on; Actively Guided during their Development; pro-
cured using good procurement methods; and managed by competent staff. On the other

hand, Projects will fail if their Development lacks clarity of role definition; poorly
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prepared; Cost becomes the primary focus; and processes become more Important than

long-term public benefit.

5.1 Main Findings and Answer to the Research Question

Multi-Criteria Success Factors:

A combination of three key aspects (Governance & Steering, Project Planning & Procure-
ment, Organization), were determined to be essential factors contributing to the suc-
cessful implementation of Strategic Projects in the Finnish Public Sector. It is noted that
none of the individual factors alone are determinative; rather it is the combined effect

of several interrelated factors that contributes to Multi-Criteria Success.

Based upon the authors findings the following have been identified as having significant
impact:

Clear Governance & Steering: The authors contend that active steering and clearly de-
fined projects are the two most influential factors which contribute to multi-criteria suc-
cess

Front-end preparation: Preparation of the front end has been shown by the authors to
be an important factor. A poorly prepared front end may lead to costly changes in the
future when executing the project.

procurement capability: In the Finnish Public Sector procurement capability is identified
by the authors as one of the most important factors to achieve successful projects. Ac-
cording to the authors, procurement plays a significant role in implementing strategy
and using public resources efficiently.

Organizational capability: Irrespective of whether this is formalized or not, organizational
capability is highly influential. Authors emphasize the importance of having capable em-

ployees, good communications and proper follow up.

In addition to identifying those successful elements described earlier in this paper, this
study demonstrates how each of these aspects functionally relate to each other within

the context of the public sector in Finland. According to the researchers, formalization
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of the public sector directly impacts upon how the critical elements identified here, and
elsewhere, work together. As explained above, while formal systems (e.g. Legislation,
Guidelines) serve as a foundation for public projects; they do not negate the importance
of qualified employees, effective communication and consistent monitoring and evalua-
tion. Both theoretically and practically, it was demonstrated by the research team that
this is true. The study found that achieving multi-criteria success in public-sector projects
depends on the interconnectedness of five elements: quality governance; quality prep-
aration; procurement capability; organizational capability; and the creation of social
value. These five factors cannot achieve success without contributing to the success of
the other four factors. Therefore, the study recommended that all five elements be eval-
uated as a single entity. Furthermore, the study noted that if any of the five critical fac-
tors fail to be managed successfully, then the potential for multi-criteria success will
likely be negatively affected. Alongside the necessity of successful management of stra-
tegic public-sector projects, the researchers also established an interdependent relation-
ship between a manager's ability to identify solutions within informalized (non-regula-
tory) settings and the manager's ability to identify solutions within formalized (highly
regulated) settings. Consequently, public managers working in highly formalized and
heavily regulated environments must use a holistic and integrative project management
methodology. Public managers must create multifaceted solutions that take into account
the varying interests of numerous stakeholders and conflicting objectives. For instance,
public managers may be called upon to develop solution sets that simultaneously ad-
dress budgetary constraints while promoting sustainable development. Ultimately, pub-
lic managers are responsible for finding ways to reconcile short-term financial consider-
ations with long-term social consequences. Moreover, beyond identifying solution sets
that can accommodate competing demands, public managers are also charged with en-
suring that those solution sets will be adaptable enough to respond to changes in the
surrounding environmental conditions. Due to the highly formalized regulatory context
in which public managers operate, public managers possess different skill sets and com-
petencies than do private managers. Specifically, public managers must be able to estab-

lish collaborative relationships with various stakeholders throughout all levels of
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government, as well as with multiple interest groups. While public managers must also
exhibit knowledge of the formal regulatory frameworks under which they operate, pub-
lic managers must also develop innovative solution sets that can meet the needs of mul-
tiple conflicting demands and operate in a constrained resources environment. Overall,
public managers are accountable for their decision-making processes toward both

elected officials and constituents.

Thus, public administrators are faced with a number of obstacles as they implement stra-
tegic projects in their respective governmental agencies. In order to achieve these goals,
the administrators have to navigate through a structured, legally-based system that pro-
vides multiple stakeholders with conflicting demands. They also have to provide innova-
tive solutions which meet the needs of multiple stakeholders. Furthermore, public man-
agers must contend with many uncertainties and ambiguities inherent in the process of
planning and implementing strategic projects. Additionally, public managers are respon-
sible for answering to elected officials and citizens. As such, they have to be able to adapt
to rapidly changing situations and demonstrate sufficient technical expertise to success-
fully manage complex large-scale projects.

The goal of this Chapter is to present a comprehensive review of the current state of
public administration's progress as it relates to the development of public administration;
to survey the latest theories and best practices associated with the strategic manage-
ment of projects; to analyse the extant body of literature on the successful implementa-
tion of strategic government projects; to report on the synthesis of the results of this
study regarding the successful factors for implementing strategic government projects
successfully in Finland; to indicate potential avenues for future research in the field of
strategic government project management; to list the limitations that were identified
and the opportunities for further research; and to present the implications for those en-

gaged in the development of strategic government projects as public administrators.
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This thesis offers insights into the successful implementation of strategic projects in Fin-
land. Future research might consist of comparative studies examining differing countries.
Longitudinal studies would assist in answering questions about whether sustained im-
provements can occur over time. Potential areas of investigation for future research
might include determining whether specific project attributes (for example, size) affect
the effectiveness of success factors described above. An additional avenue of investiga-
tion for future research might be to examine if results of this study can be applied to
private sector applications. Due to growing trend toward collaboration with private com-

panies in order to achieve strategic objectives, this line of inquiry would be useful.

5.2 Discussion of Results

These research results provide evidence that there is no need to treat the critical success
factors of Finnish public sector strategic projects separately. Instead, these critical suc-
cess factors interact with each other. How governance and procurement affect lifecycle
value, how front-end clarity and later flexibility interact, and how organisational capabil-
ity affects the successful interaction of these arrangements is not found to be clearly
separable. Therefore, the results are better explained as a connected set of patterns ra-

ther than five separate domains.

In addition, the empirical results also provide some evidence that the specific character-
istics of the Finnish public sector context influence how these factors interact. The em-
pirical findings provided no evidence that Finnish projects failed due to a lack of atten-
tion to governance, procurement, sustainability or data. The findings indicate that while
these factors exist in the Finnish public sector, the empirical results demonstrate that
how they are managed in a structured administrative environment will determine their
effective contribution to the success of a strategic project. Therefore, the same factor
that supports success in one context will only serve as a formality in another context. As
such, the discussion below will focus on the combination of factors that seem to be most
influential to achieving multiple criteria for success rather than isolating each of the in-

dividual domains.
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5.2.1 Governance, Front-End Clarity and Organisational Capability

The strongest overall finding of the empirical results indicates that there is a very high
correlation between good governance quality, early clarity of the project and high or-
ganisational capability. In the empirical data, governance quality, early clarity of the pro-
ject and organisational capability did not appear to be discrete practical issues in terms
of the empirical findings. Projects were described as having been successful when the
goal of the project had been defined at the outset, the responsibility of the parties in-
volved had been defined and the steering process had been active and ongoing. The
projects were further described as being successful when they had received adequate
support for the implementation of the project from capable individuals and with ade-
quate follow up. If none of these conditions existed, then the respondent believed that
the subsequent difficulties that arose would have been more difficult to resolve.
This interpretation is consistent with the academic literature related to public projects
that demonstrates that if the planning phase of a project is uncertain and/or the concept
of the project has not been well-defined, then these uncertainties and/or conceptual
issues will continue to affect the success of the project over its lifetime. Therefore, the
front-end work of a public project is not merely an initial technical phase. The front-end
work of a public project defines much of the relevance, feasibility and governability of
the project. Most public projects do not fail due to what occurs during the execution/de-
livery phase of the project. Instead, many public projects fail because the project was
not sufficiently clarified prior to the commencement of the execution/delivery phase.
This is one of the few instances in which there appears to be a consensus between the
academic literature and the empirical findings of this thesis. (Kuchta et al., 2023; Mack-

haphonh et al., 2021).

These results have added a very practical dimension to the empirical evidence of this
study. The majority of the respondents were describing their understanding of "govern-

ance" in practice terms rather than in formal hierarchical terms. Their views included
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active Steering Committees, making decisions at the right time, having shared objectives,
defined roles, realistic preparation for meetings, and regular follow-up. It appears that
in many cases in Finland, governance is viewed by public sector staff as a means of main-

taining consistency within a project over time.

Consistency in a project will depend significantly on how early on the parties involved
can understand each other's objectives, their responsibility areas, and their constraints.
Where all of these elements are clear at the outset, effective governance can better as-
sist in achieving goals regarding effectiveness, relevance, and cost-effectiveness. How-
ever, where these elements are unclear, even if the governance process has been
properly established, there is still the possibility of a loss of focus over time. As such, the

original objectives, priorities and deliverables can slowly begin to lose clarity.

Likewise, there can also be an element of similarity in regards to organizational capabil-
ities. The study has provided some evidence regarding the types of structures and pro-
cesses which lead to effective governance and planning; specifically, both will only have
strength in terms of supporting project delivery based upon the competency of those
employed by the organization, and the tools or mechanisms available for supporting
their work. The respondent's views highlighted key elements in order to achieve success
with respect to their perception of employee competency, accuracy of reports, quality
of communication, and follow-up as being necessary conditions for achieving positive
results from completed projects. As such; therefore, while a solid structure is important
for the ability to complete strategic public projects successfully, so too is a organizations'
(organizational) capacity to enable its stakeholders to understand clearly the objectives
of the project, coordinate efforts amongst all relevant stakeholders involved, deal with
uncertainty throughout the duration of the project, and ultimately, see the project pro-

gress through each phase of the process.
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5.2.2 Procurement, Lifecycle Value and Sustainability

The findings pertaining to sustainable development were also connected to what the
researchers have called the “procurement” research area. Until recently, procurement
was generally considered to be a back office administrative function and thus not seen
by organizations as a way that they could be contributing to longterm sustainable devel-
opment or greater social good. Based on their analysis, the researchers decided that
planning, genuine competitive bids, contract terms that meet the specific needs of a
project, and considering a range of factors, not just cost, are also essential components
of effective procurement. Nonetheless, the researchers also said that the practical appli-
cation of life-cycle value can be very difficult. Respondents faced many difficulties to im-
plement life-cycle values according to the researchers. The barriers included poor plan-
ning, overly restrictive regulations, little, if any, flexibility once you are in a contract, high
front-end capital costs and using price as the sole measure. Many participants cited po-
tential constraints to implementing life cycle principles but almost all stated that they
believe there is an organizational structural limitation within each organization that
would inhibit their ability to implement life cycle principles and practices. The key rea-
sons behind these architecture related limitations were (1) budgetary restrictions on a
short-term basis, (2) lack of flexibility in taking decisions. This section describes the Finn-
ish national context. It calls on companies to create procurement strategies that align
with their objectives while delivering value to taxpayers through the judicious use of
public funds. It also provides leadership and resource management support to promote
sustainable development. According to the national buying rules in Finland, companies
that want to use procurement strategies to pursue sustainability objectives have a rea-
sonably pleasant environment. The findings presented in this research align with those
findings. This suggests that organizations, if they do not strategically procure it is likely
they will not receive the maximum return on investment. Conversely, through a proper
procurement process, organizations can achieve maximum use of social and economic

resources through the proper procurement process.
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5.2.3 Rule-Bound Context and Trade-Offs

The third major point for discussion is the Finnish rule-bound environment and the
trade-offs it produces. One of the most important contributions of this thesis is its view
of legal and procedural conditions as part of the explanation of why certain success fac-
tors matter as much as they do in practice. The results of the study indicate that in Fin-
land, strategic projects have to function in an environment where transparency, legality,
equality of treatment, documentation, and quality of information are not discretionary;
they are built into the institutional environment of public activity. There are two im-
portant implications of this environment. First, there will be a greater requirement for
early clarification. If there is little later flexibility, mistakes made at the beginning will be
difficult to correct. This provides a partial explanation of why the respondents empha-
sized so heavily the importance of preparation, clear roles, realistic definitions, and dis-

ciplined governance.

A final consideration is that a regulated organizational structure will create conflicting
and contradictory interests while trying to meet several performance-based objectives.
In addition, an organization may need to make a decision regarding whether to buy prod-
ucts or services at the cheapest price as opposed to the total life cycle cost of those
products or services. An additional example would be when an organization purchases
many products or services from a vendor located outside of its local area thus providing
employment for residents of the local community; yet the organization still has to follow
each applicable procedure for procuring goods or services. This demonstrates the po-
tential for the general public to have opposing interests and shows how regulatory struc-
tures will help organizations achieve strategic project results in the public sector in Fin-
land. Additionally, there should also be regulatory frameworks to manage conflicts of
interest that could exist among the general public, in order to ensure that strategic pro-
ject objectives are accomplished. Therefore, in addition to speed, the most efficient
method to provide effective delivery of public sector programs and projects includes

transparency, accountability, legitimacy, etc. Sustainability is far more than simply
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policies regarding decisions concerning project choices subject to limitations imposed
upon by resource constraints such as budget/finance, procurement policy/law. As such,
this research provides greater insight into the degree of boundedness as (limits to) flex-

ibility provided through organizational regulations.

This research provides evidence of how specific the findings are relative to the Finnish
context of this thesis. The research shows that in Finland there are several critical success
factors that are highly dependent upon the need to develop strategy capabilities to with-
stand intense scrutiny. Governance, procurement, front-end planning and data manage-
ment were found to be significantly important as they allow both successful and defen-
sible projects. As such, the top three factors identified in this thesis are not independent
managerially based practices (i.e., tools) but mechanisms to protect both the strategic
direction of projects as well as protect the broader interests of society under potential

rapid failures in procedure-based implementation and/or legitimacy.

Therefore, in conclusion, the discussions presented in this chapter illustrates that the
major challenge facing strategic projects in the Finnish public sector is not only finding
the "right" individual Critical Success Factors (CSF's). The challenges facing strategic pro-
jects is finding ways to manage the interdependency amongst all of the potential CSF's
in a way that satisfies all of the CSF's under rule bound conditions. Projects that succeed
are not those who ignore the limitations created by organizational rules. Successful pro-
jects are those who understand and intentionally create solutions to satisfy these limi-
tations. Therefore, achieving multi-criteria success is dependent on two things. First, on
being able to complete the objectives that project managers want to complete. Second,
on having the capability to navigate through the institutional constraints/requirements

that govern public projects.
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5.3 Refined Finland-Specific CSF Framework

The results of this research study provide a more detailed model of specific critical suc-
cess factors for the public sector related to the planning and delivery of strategic projects
in Finland. while the model does not represent an entirely new set of critical success
factors for planning and delivering strategic projects in the public sector; it illustrates
how those previously identified critical success factors have significant importance due
to the institutional setting of Finland. thus, the model represents both an extension of
previous research (as it extends upon prior literature) and a context-specific representa-
tion, as the empirical evidence from chapter four influenced its development.

the model provides three levels of analysis:

The context level is an illustration of the institutional framework of the Finnish public
sector. the institutional framework is characterized by a rule-bound approach to manag-
ing public funds and providing services, high expectations regarding transparency and
accountability in the use of such resources, and a relatively fixed structure at all stages
of decision-making, contracting, and implementing. the findings of this thesis demon-
strate that the above-mentioned contextual elements are not merely background varia-
bles; however, rather they impact how salient various critical success factors will be in
actual practice, as well as how easily recognizable each factor will be throughout the

course of the project.

The central layers of the CSF framework are the critical success factors that the re-
searcher found to be the most relevant factors to include in the empirical results. These
included; clear governance and effective steering, clear front end planning and realistic
preparations, procurement capabilities focused on life cycle costs, competent personnel
who have defined job descriptions and responsibilities, and consistent monitoring during

the execution phase.

The elements presented could never be considered separately because they are mutu-

ally supportive. Thus there is a need for an early understanding of how effective
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governance is developed. Furthermore, when evaluating effective procurement it is not
just about ensuring compliance with regulations, it is about considering lifecycle costs.
In addition, Sustainability is supported by both Management and Action Taken in Prac-
tice. Therefore, the model demonstrates the relationship between these factors. How-
ever, when utilized collectively as demonstrated through the model, these factors can
create a significantly greater synergy than if each factor were to be used individually. The
outermost portion of the CSF Framework Model is the Success Outcome Layer. During
this study the six measures of success identified for use, fall within the Success Outcome
Layer; i.e., Efficiency, Effectiveness, Relevance, Sustainability, Value For Money, Social
Benefits. The CSF Framework Model supports the fact that none of the success outcomes
listed above will ever be able to be produced independently. Rather, they will develop as
a result of all the good Governance, Adequate Planning, Successful Procurement Pro-
cesses, Competent Employees and Ongoing Monitoring in the Public Sector Environment.
One of the major advantages of utilizing the CSF Framework Model is that it provides a
way to evaluate success in tangible terms. In addition, the CSF Framework Model sug-
gests that depending upon formal mechanisms such as tools (i.e. RFP's), Contracts, etc.
will be insufficient to produce results. Achieving success will depend heavily upon con-
tinuous disciplined coordination among important organization and management func-

tions in a highly structured public sector environment.

5.4 Practical Implications

This study offers some straightforward best practices for managing strategic projects
within the Finnish public sector. In general, it is critical that the organization clearly de-
fine what problems are to be solved; what the purposes of the project will be; what the
primary objectives of the project will be; what potential risks exist; and what limitations
may be present to the project prior to entering into either procurement or implementa-
tion. Additionally, roles and responsibilities of all parties involved should be defined early
in the project development process. Second, project governance should be engaged and
practical rather than solely procedural (e.g., meeting-based and report-driven). The ef-

fectiveness of the project governance process has a direct impact on both the ability of
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the project team to carry out their duties effectively and to support informed decision-
making, as well as to keep the project on course. Thirdly, procurement should be viewed
as being an integral component of overall project management. Procurement can not
simply be focused on compliance with applicable regulations or on achieving the lowest
cost possible. Rather, it should include consideration of long-term value and suitability
of contractual options. Lastly, success with respect to this type of project ultimately rests
upon people. While having established procedures and effective processes are beneficial
to ensure successful completion of a project, they do not substitute for skilled personnel,

open communication, follow-through, and adequate documentation.

In addition, the findings point out that there should be explicit recognition and consid-
eration of trade-offs. Many times, public-sector strategic projects will have very high per-
formance levels for most of the measures of success, but will not have equal levels of
performance for each measure. The typical area where trade-offs occur is when there
are competing objectives (short term vs. long term). Additionally, there may also be com-
peting objectives that exist within specific areas (e.g. large scale procurement vs. local
community participation), however, it can occasionally be possible to eliminate all or
nearly all trade-offs. What is even more important than eliminating trade-offs is to rec-
ognize trade-offs at the outset of a project, and address them in a transparent and col-
laborative fashion. This means that stakeholders in Finland's public sector should be able
to clearly articulate how they make decisions regarding what their priorities are, by iden-

tifying what objective(s) are prioritized over others and why.
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