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ABSTRACT

This study investigates the intricate relationships between project management (PM) practices and project
success, focusing on cross-country and cross-industry variations. Using a contingency approach, the research
examines 1,387 projects over three years across Argentina, Brazil, and Chile, spanning ten industries. Key
factors such as project complexity, PM training, and organizational support were analyzed through structural
equation modeling. The findings highlight the significant role of PM enablers and efforts in improving project
schedules, while industry and national contexts reveal nuanced influences on cost, margin, and overall
performance. The study provides critical insights into the role of PM maturity and offers recommendations for
aligning PM practices with contextual variables to enhance success metrics.
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INTRODUCTION

Project success remains a cornerstone of organizational competitiveness, representing a critical determinant of
sustained growth, operational efficiency, and strategic alignment. Mounting evidence underscores the pivotal
role of effective project management (PM) in achieving desired outcomes, with robust methodologies enabling
organizations to navigate complexity, optimize resources, and deliver value. However, despite significant
advancements in PM frameworks, tools, and standards, project failures persist as a global challenge. These
failures highlight the limitations of existing approaches and underscore the importance of examining contextual
factors that influence PM efficacy. The dynamic nature of modern projects, characterized by technological
disruption, interdependencies, and resource constraints, demands a deeper exploration of how PM practices
interact with environmental and organizational variables to drive success [1-5].

Traditional definitions of project success have long been anchored in the "iron triangle" framework, which
measures performance based on time, cost, and quality adherence. While these metrics provide a foundational
perspective, they fail to capture the evolving expectations of stakeholders and the multifaceted nature of project
outcomes. Recent research has broadened the scope of project success to include dimensions such as
sustainability, stakeholder satisfaction, innovation, and the long-term impact on organizational goals. This shift
reflects a growing recognition that projects must deliver not only operational efficiencies but also strategic and
societal value. For example, sustainability has emerged as a key criterion, particularly in industries facing
regulatory pressures and environmental concerns, where the ability to align project objectives with broader
ecological goals determines organizational legitimacy and competitiveness [6-8].

This study adopts a contingency approach, which emphasizes the importance of situational variables in shaping
the relationship between PM practices and project success. By recognizing that "one-size-fits-all" solutions are
inadequate in addressing the diverse challenges faced by organizations, the contingency approach enables a
nuanced analysis of cross-country and cross-industry factors. Specifically, this research investigates how
contextual variables, such as national business environments, industry-specific characteristics, and project
complexity, influence the effectiveness of PM methodologies. The study is rooted in a comprehensive analysis
of a longitudinal dataset comprising 1,387 projects spanning multiple sectors in Argentina, Brazil, and Chile.
These countries were chosen due to their economic diversity, differing stages of PM maturity, and regional
significance, offering a robust framework for comparative analysis [9-12].

Particular emphasis is placed on three critical dimensions of PM practice: training, maturity models, and project
complexity. PM training, encompassing both technical and soft skills, is hypothesized to enhance organizational
capabilities by fostering expertise, alignment with best practices, and adaptive management behaviors. Maturity
models, such as the PMBoK and Capability Maturity Model Integration (CMMI), provide structured pathways
for process standardization and continuous improvement, but their application across varying contexts remains
underexplored. Project complexity, encompassing factors such as scale, technological uncertainty, and
interdependencies, is considered a pivotal determinant of project outcomes, necessitating tailored PM
approaches. By integrating these dimensions into the analysis, the research aims to provide actionable insights
into the mechanisms through which PM practices contribute to project success across diverse organizational and
environmental contexts [13-16].

This investigation also seeks to address critical gaps in the literature. While prior studies have demonstrated the
importance of PM practices in achieving project efficiency, few have explored how these practices interact with
contextual variables to influence broader dimensions of success. Additionally, cross-country comparisons in the
PM domain remain limited, with most research concentrated in developed economies. By focusing on three
Latin American countries with distinct economic and cultural profiles, this study provides a unique perspective
on the role of environmental and institutional factors in shaping PM effectiveness. Furthermore, the inclusion of
cross-industry comparisons offers insights into how sector-specific dynamics, such as regulatory frameworks
and operational priorities, influence the adoption and success of PM methodologies [17-20].

Through this comprehensive and technical exploration, the study contributes to the advancement of PM theory
and practice. It provides a framework for aligning PM methodologies with contextual realities, emphasizing the
need for adaptive strategies that balance standardization with flexibility. For practitioners, the findings offer
guidance on optimizing PM investments by tailoring approaches to specific project and environmental
requirements. For academics, the research highlights the importance of incorporating contingency variables into
PM models, paving the way for future studies that further unravel the complexities of project success in a
dynamic and interconnected world.
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2. Literature Review

Project success has long been studied as a multidimensional construct, with a growing body of literature
recognizing the complex interplay between stakeholder perspectives, project phases, and contextual factors.
While traditional success metrics predominantly focus on efficiency—adherence to schedule, cost, and quality
parameters—recent frameworks have expanded the scope to consider societal relevance, stakeholder
satisfaction, and strategic alignment. These newer success criteria reflect the increasingly holistic view of
project outcomes, acknowledging that the success of a project extends beyond internal performance metrics to
include broader impacts on the community, the environment, and long-term organizational goals. Scholars such
as Shenhar and Dvir have introduced frameworks like the "Diamond Framework," which incorporates
dimensions such as novelty, complexity, and technological uncertainty as critical moderators of success. These
additional layers of complexity highlight that a project’s success cannot simply be evaluated on a narrow set of
metrics but must consider how well it navigates and adapts to external and internal challenges, ultimately
driving innovation and strategic value for stakeholders [45] [46] [50].

In parallel, project management (PM) maturity models such as the PMBoK and CMMI have become central to
understanding how structured processes can enhance organizational capabilities. These models provide clear
pathways for organizations to assess their current PM practices and incrementally build more sophisticated
methodologies that improve performance outcomes. Research consistently indicates that higher levels of PM
maturity are associated with improved project outcomes. However, the benefits of maturity are not always
immediate; instead, they tend to materialize only after an organization surpasses intermediate maturity levels,
where processes have been standardized and effectively integrated into the organizational culture. PM maturity
is thus a progressive journey, where the implementation of advanced practices leads to more predictable project
delivery, higher quality outputs, and ultimately greater organizational competitiveness. Alongside maturity
models, PM training—particularly certifications such as Project Management Professional (PMP)—emerges as
a pivotal success factor. Such certifications not only promote technical proficiency but also align project
managers with established best practices, enhancing their ability to manage complex projects effectively. The
emphasis on training and certification reflects a growing recognition that well-trained professionals are better
equipped to adapt to the diverse challenges encountered throughout the project lifecycle.

Furthermore, the effectiveness of PM practices cannot be fully understood without considering the contextual
variables that shape their implementation. Cross-country and cross-industry comparisons reveal significant
variability in how PM methodologies are adopted and executed, underscoring the importance of considering
national and sector-specific factors. National environments, shaped by cultural, economic, and regulatory
factors, play a crucial role in influencing how PM practices are received and applied. For instance, cultural
attitudes toward authority, collaboration, and decision-making can affect how teams interact, resolve conflicts,
and prioritize tasks within projects. Economic conditions, such as market volatility or fiscal policy, may drive
the need for more agile or risk-averse PM practices. Regulatory factors also shape the adoption of formal PM
methodologies, as industries subject to stringent compliance requirements—such as healthcare or aerospace—
may demand higher levels of process documentation and oversight. Similarly, industry-specific needs further
differentiate the application of PM practices. The construction industry, for example, typically requires PM
methodologies that prioritize risk management and safety protocols due to the high degree of physical risk and
uncertainty inherent in construction projects. On the other hand, the manufacturing sector, with its focus on
efficiency, cost control, and production timelines, may demand PM practices that emphasize lean management,
cost optimization, and just-in-time methodologies. These industry-specific nuances emphasize that while certain
PM principles may be universal, the methods and tools used to implement them must be tailored to address the
distinct challenges and priorities of each sector.

Together, these perspectives reveal a complex and evolving landscape of project success, shaped by a blend of
technical maturity, professional training, and contextual adaptability. Future research in PM must continue to
explore how these various dimensions interact to influence outcomes across different sectors and countries,
providing deeper insights into the factors that enable or hinder successful project delivery.

Research Hypotheses and Model

This study tests three primary hypotheses:

« H1: PM context (enablers and methodologies) is positively associated with project success.

» H2: Efforts in PM training significantly enhance project success.

» H3: Contextual factors (country, industry, and complexity) moderate the relationship between PM practices
and project success.
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The conceptual model evaluates three dimensions of project success—schedule, cost, and margin variation—
against PM enablers, training efforts, and contextual controls.

3. Methodology

Partial least squares structural equation modeling (PLS-SEM) was employed to test the hypotheses. This method
accommodates both reflective and formative constructs, ensuring robust analysis of latent variables such as PM
enablers and contextual factors [26—28].

Data was collected from 1,387 projects across ten industries, including energy, healthcare, and IT, in three Latin
American countries. Metrics were derived from standardized project reports and audits conducted by a
multinational organization. The dataset includes measures of PM maturity, training investment, and project
complexity, categorized into four levels based on financial, technical, and organizational criteria [25].

4. Results

The The analysis uncovered several significant findings, providing valuable insights into the relationship
between project management (PM) practices and project success across various dimensions. One of the primary
findings was the notable impact of PM enablers on schedule adherence. Specifically, PM enablers were found to
have a strong positive effect on schedule performance, with a path coefficient of 0.101 (p < 0.01). This suggests
that the implementation of structured PM processes, tools, and methodologies plays a crucial role in ensuring
that projects are completed within the planned timeframe. However, the influence of PM enablers on cost and
margin variations was found to be negligible. This finding highlights a limitation in the scope of PM enablers;
while they may be effective in controlling time-related aspects of a project, their ability to manage financial
outcomes such as cost overruns or margin performance may require additional, more specialized management
practices or tools. The divergence between schedule performance and financial outcomes suggests that time and
cost management are influenced by different sets of variables, necessitating a more targeted approach for each
dimension of project success.

Another significant finding was the role of training in enhancing project outcomes. Investment in PM training
had a positive and statistically significant impact on schedule performance, with a standardized path coefficient
(B) of 0.079 (p < 0.001). This underscores the critical importance of continuous professional development and
the formalization of PM knowledge. Training initiatives, particularly those that focus on building both technical
skills and soft skills such as leadership, communication, and stakeholder management, have been shown to
improve the efficiency of project teams in adhering to schedules. As organizations face increasingly complex
and dynamic project environments, well-trained project managers and teams are better equipped to navigate
challenges, mitigate risks, and maintain project timelines. These findings support the growing emphasis on the
professionalization of project management through certifications such as PMP (Project Management
Professional), which not only enhance individual capabilities but also contribute to the broader organizational
success by aligning team members with globally recognized best practices.

Contextual moderators, such as country-specific and industry-specific factors, were also found to significantly
influence project outcomes. Cross-country comparisons revealed that Brazil consistently outperformed
Argentina and Chile in terms of PM performance. This superior performance in Brazil can be attributed to
higher PM maturity levels and a greater prevalence of PMP certifications within the country. Brazil’s more
developed PM infrastructure, supported by a higher concentration of certified professionals and stronger
institutional support for PM practices, appears to provide a competitive advantage in managing complex
projects. In contrast, the other countries in the study, despite making strides in PM adoption, still lag in these
areas, highlighting the importance of PM maturity as a key determinant of project success.

Furthermore, industry effects were particularly pronounced in the telecommunications sector, where the
application of advanced PM methodologies significantly influenced project outcomes. Telecommunications
projects, often characterized by their high complexity, rapid technological change, and tight deadlines, benefit
from PM methodologies that are specifically designed to manage uncertainty and ensure timely delivery [44].
The findings suggest that sector-specific adaptations of PM practices are essential for optimizing performance in
industries with distinct challenges. These results reinforce the idea that while general PM principles can be
applied universally, industry-specific contexts necessitate tailored approaches that account for the unique
demands and risks faced by organizations in different sectors [45].

Together, these findings underscore the multifaceted nature of project success, driven by a combination of

structured PM processes, continuous training, and contextual adaptations. While PM enablers have a profound
impact on schedule performance, their influence on cost and margin requires further exploration and refinement.
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Additionally, the significant role of training highlights the ongoing need for investment in professional
development to ensure that project managers remain equipped to handle evolving project demands. The cross-
country and cross-industry variations observed emphasize the importance of contextual factors in shaping PM
outcomes, calling for a more nuanced understanding of how PM practices must be adapted to local
environments and sectoral requirements for optimal results.

5. Discussion

The findings emphasize the pivotal role of PM enablers and training in improving project schedules,
corroborating previous research on the dual dimensions of PM maturity—both soft (such as leadership and
communication skills) and hard (such as process frameworks and tools) [16-19]. Specifically, the strong
relationship between PM enablers and schedule adherence suggests that structured, process-driven approaches to
project management, coupled with effective training programs, significantly enhance a project's ability to meet
deadlines. These findings align with established PM maturity models, which stress that organizations with
higher levels of maturity are more likely to implement and sustain efficient processes that positively impact
project performance. The emphasis on training also highlights the importance of continuous professional
development, which equips project managers with the necessary skills to lead teams effectively and navigate
challenges, further improving schedule performance. However, the study also underscores the need for an
integrated approach to PM maturity that considers both technical expertise and interpersonal competencies to
ensure holistic project success.

Contextual variables, such as the national environment and industry sector, were found to be significant
moderators of the relationship between PM practices and project success. These variables underscore the
importance of tailoring PM methodologies to fit the specific organizational, cultural, and environmental contexts
in which projects are executed. National environments, shaped by factors such as regulatory frameworks,
cultural attitudes toward hierarchy and authority, and economic conditions, play a significant role in influencing
how PM practices are adopted and executed. For example, countries with more formalized project management
structures and stronger institutional support for PM methodologies tend to experience better project
performance. Similarly, industry sectors with distinct operational needs—such as construction, IT, and
healthcare—require customized PM practices that address sector-specific challenges. The findings highlight that
a universal approach to PM, which overlooks the influence of these contextual factors, may not yield optimal
outcomes. Instead, PM practices must be adaptive, taking into account local norms, industry standards, and
organizational goals to maximize their effectiveness [29].

The study also raises important questions about the adequacy of current metrics used to measure project success
[48], particularly in terms of cost and margin outcomes. Despite the significant impact of PM enablers and
training on schedule performance, their influence on cost control and margin variation was weak, suggesting
that traditional financial metrics may not fully capture the strategic value of PM investments [49]. This
limitation points to a potential gap in how organizations evaluate the success of their PM initiatives, with an
over-reliance on cost and schedule adherence metrics that fail to account for broader outcomes, such as
stakeholder satisfaction, long-term organizational impact, and the strategic alignment of projects [46]. Given the
increasing complexity and strategic importance of projects, future studies should broaden the scope of success
metrics to include qualitative factors such as stakeholder engagement, sustainability, and the alignment of
project outcomes with organizational strategy [47]. By integrating these broader measures, organizations can
gain a more comprehensive understanding of the value delivered by PM practices and make more informed
decisions about where to invest in project management capabilities [30—33]. This holistic approach would not
only provide a fuller picture of project success but also encourage more sustainable and value-driven project
management practices in the long term.

5. Conclusion

This study underscores the contingent nature of project management's (PM) impact on project success,
highlighting the necessity for adaptive practices that are closely aligned with contextual variables [55]. The
findings suggest that investments in PM enablers—such as process frameworks, tools, and training—yield
tangible benefits, particularly in terms of schedule performance. Well-structured PM processes and continuous
training equip project teams to better manage time constraints and deliver projects within their planned timelines
[53]. However, the study also reveals that the effects of these enablers are not universal; rather, they are shaped
by contextual factors such as national environment and industry-specific requirements [52]. These nuanced
effects demand a flexible, tailored approach to PM methodologies. In other words, while general PM principles
can be applied across different contexts, their success is highly contingent on adapting practices to suit the
specific needs of the organization, industry, and country in which the projects are being executed [51].
Organizations must recognize that one-size-fits-all PM practices may not be effective in diverse settings, and
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instead should adopt a more customized approach that considers cultural, economic, and regulatory differences
across regions and sectors [54] [56].

Looking ahead, future research should explore the longitudinal effects of PM maturity to better understand how
the impact of maturity evolves over time. While this study found that higher levels of PM maturity correlate
with improved schedule performance, a longitudinal perspective could reveal whether the benefits of PM
maturity extend beyond the short-term and lead to sustained improvements in other areas of project success,
such as cost management and stakeholder satisfaction. Additionally, future studies should expand cross-country
comparisons to include developed economies, providing a broader perspective on the generalizability of the
findings. Comparing PM practices across both developed and developing economies could reveal deeper
insights into how institutional and organizational factors in different economic contexts influence the
effectiveness of PM methodologies.

Furthermore, the integration of Al-driven tools and predictive analytics into PM frameworks presents a
promising avenue for future research. As the complexity of projects continues to increase, traditional PM tools
may no longer suffice to manage the growing volume of data and decision-making requirements. Al-powered
systems and predictive analytics offer significant potential to enhance decision-making by providing real-time
insights, forecasting potential risks, and suggesting optimal solutions. These technologies can help project
managers make more informed decisions, streamline processes, and identify opportunities for improvement
early in the project lifecycle. Incorporating Al into PM frameworks could significantly enhance the ability of
organizations to achieve sustainable project success by improving efficiency, reducing costs, and increasing the
accuracy of project predictions. Future research should investigate how the integration of these technologies can
be scaled and adopted within different sectors and regions, exploring their potential to revolutionize project
management practices.
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