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   Abstract 

Blockchain technology (BCT) offers powerful 

solutions to long-standing enterprise challenges such 

as inefficiencies, lack of transparency, and low 

stakeholder trust. By enabling secure transaction 

tracking and real-time data sharing, BCT can improve 

operational accuracy, streamline workflows, and 

build confidence across organizational ecosystems. 

However, the implementation of BCT significantly 

transforms conventional project management 

strategies and practices. We propose practical 

recommendations for each stage of the process group 

of the project life cycle- Initiating, Planning, 

Executing, Monitoring & Controlling, and Closing to 

meet the demands of decentralization, 

interoperability, and continuous ecosystem 

coordination inherent in the implementation of BCT 

projects. Grounded in practitioner insights, this study 

advances practice-based IS research by offering 

actionable, process-specific guidance for managing 

blockchain projects and contributes to project 

management knowledge by revealing how 

decentralized technologies reshape conventional 

lifecycle approaches. 

 

Keywords: Blockchain implementation, project 

management, PMBOK, thematic analysis, supply 

chain. 

1. Introduction 

Blockchain technology (BCT) is transforming 

industries by addressing inefficiencies, enhancing 

transparency, and building trust. In healthcare, it 

secures patient data and improves care coordination 

(Elangovan et al., 2022); in finance, it enables faster, 

low-cost cross-border payments (Marisetty et al., 

2024); in energy, it supports peer-to-peer trading of 

renewable energy (Egunjobi et al., 2024); in 

government, it is the underlying technology that 

connects agencies to enable secure, efficient and 

accurate processing of records (Amend et al., 2025); 

and in intellectual property,  it has the potential to 

automate royalty payments and ensure transparent 

digital rights management (Tamilselvan & Pub, 2024). 

As a decentralized and tamper-proof ledger, BCT 

allows for secure transaction tracking and real-time 

data sharing across all supply chain participants. This 

increased visibility improves inventory accuracy, 

streamlines operations, and enhances trust, ultimately 

giving organizations a competitive edge in managing 

complex, global supply chains. 

Blockchain is a decentralized digital ledger that 

records transactions across a distributed network, 

ensuring transparency, security, and immutability (Li 

& Wu, 2022). Unlike traditional databases controlled 

by a central authority, blockchain operates through 

synchronized data copies maintained across multiple 

nodes, enabling consensus without centralized 

oversight (Kafeel et al., 2023). Once recorded, 

transactions become part of an immutable chain, 

which builds trust among stakeholders and reduces the 

risk of manipulation. In operational environments, 

blockchain is increasingly used to enhance supply 

chain transparency, coordinate across organizations, 

and reduce manual reconciliation and fraud (Li & Wu, 

2022). Its capacity to support real-time, secure, and 

verifiable data sharing makes it particularly valuable 

in multi-party ecosystems where digital trust is 

essential (Abrar & Sheikh, 2024). 

While blockchain is widely promoted as a 

disruptive technology, the journey from 

experimentation to enterprise-level implementation 

remains complex. Many projects stall or fail, not due 

to technical immaturity, but because of organizational 

resistance, unclear value propositions, and inadequate 

coordination among stakeholders (Kumar et al., 2020; 

Hughes et al., 2019). As blockchain adoption shifts 

from conceptual pilots to operational systems, 

organizations increasingly recognize the role of 

project management in guiding successful deployment 

(Pournader et al., 2020).  

However, a significant gap remains in 

understanding how traditional Project Management 

Institute’s (PMI) Project Management Body of 

Knowledge (PMBOK) applies to blockchain-based 

projects. The PMBOK processes are grounded in 

assumptions of centralized control, predictable 

outcomes, and linear processes, which conflict with 
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the decentralized, evolving, and multi-organizational 

characteristics of blockchain (Sonmez et al., 2023). 

These inherent differences highlight the challenges of 

applying traditional project management frameworks 

to blockchain projects and underscore the need for 

adaptations to address decentralization, dynamic 

stakeholder involvement, and evolving governance 

structures. 

To address this gap, this study investigates how the 

distinctive features of blockchain—decentralization, 

interoperability, and continuous evolution—impact 

project management strategies and reshape project 

execution. Grounded in real-world practitioner 

experience, the research examines how each PMBOK 

process group must adapt to support blockchain 

initiatives. In doing so, it answers the central research 

question: How should project management life cycle 

processes be adapted to meet the unique demands of 

blockchain-based projects? The findings offer both 

strategic insights and practical guidance for project 

managers navigating the complexities of blockchain 

implementation. 

2. Research Design 

Given blockchain’s increasing relevance across 

industries, we engaged professionals with direct 

experience in BCT implementation across a range of 

sectors. On average, participants reported 10 years of 

consulting experience and 6 years of blockchain 

implementation experience, with consulting 

experience ranging from 5 to 25 years and blockchain 

experience ranging from 4 to 10 years. Participants 

represented a diverse mix of industries, with the 

highest representation in Food and Beverage, 

Shipping, and Pharmaceuticals. The word cloud 

illustrated in Figure 1 depicts the industries 

represented. The insights derived are not only 

grounded in real-world experience but also useful for 

strategists and project managers navigating similar 

environments. 

 

 
 

Figure 1. Industry Representation of Interview 
Participants 

 

Using qualitative research design, we explored 

how project management life cycle processes must 

adapt for blockchain-based projects categorized by the 

five PMBOK process groups (Initiating, Planning, 

Executing, Monitoring & Controlling, and Closing). 

This framed our research question: “How should 

project management life cycle processes be adapted to 

meet the unique demands of blockchain-based 

projects? 

The findings in this research are based on in-depth 

interviews with practitioners who have actively led or 

contributed to blockchain implementation projects 

across various industries. Using thematic analysis 

grounded in the PMBOK process groups, their 

experiences revealed how blockchain’s decentralized, 

evolving, and cross-organizational nature is reshaping 

project management in practice. What emerged were 

not only process-level adjustments but broader 

strategic shifts, tensions, and lessons that point to a 

need for rethinking conventional project management 

approaches. 

Appendix provides methodology details regarding 

the qualitative methodology, hybrid thematic analysis 

applied; the process used to identify thematic patterns.  

2.1. Intersection of Blockchain and Project 

Management 

Deploying blockchain technology introduces a 

distinct set of challenges that go beyond those 

encountered in conventional Informational 

Technology (IT) projects. These include the design of 

decentralized system architectures, the need for 

seamless interoperability with legacy infrastructure, 

and the development of flexible governance models 

capable of adapting to dynamic and distributed 

environments. While the technical capabilities of 

blockchain have been widely studied (Sonmez et al., 

2023), comparatively little focus has been given to the 

evolving project management practices necessary for 

its successful implementation. 

We used the PMBOK process groups as lens for 

our research. The PMBOK, developed by the Project 

Management Institute (PMI, 2021), defines a process 

group as a logical grouping of the project management 

processes to achieve specific objectives. They are 

outlined as five key process groups—Initiating, 

Planning, Executing, Monitoring and Controlling, and 

Closing—that provide structure and consistency 

across projects, including those involving emerging 

technologies such as Blockchain Technology (BCT). 

These process groups, as shown in Figure 2, represent 

the core phases of a project lifecycle: from initial 

authorization and scope definition to planning, 

execution, performance monitoring, and formal 

closure.  
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Figure 2. PMBOK Process Groups 

3. Strategic Management and Blockchain 

Building on this need for adaptability, it becomes 

essential to explore how blockchain’s unique 

characteristics influence strategic management 

decisions, shaping long-term planning, resource 

alignment, and competitive positioning. An analysis of 

the interview data revealed several consistently 

recurring themes across all process groups of the 

PMBOK project management lifecycle, highlighting 

how blockchain disrupts traditional project workflows 

and emphasizing the need for reimagined strategies in 

governance, execution, and cross-functional 

coordination.  

Direct quotes from practitioners actively managing 

blockchain-based projects are support the themes. 

These firsthand accounts, aligned with the PMBOK 

process groups, provide a grounded perspective on 

how blockchain-related challenges manifest in real-

world settings. By including the practitioner voices, 

the study enhances its practical relevance and provides 

actionable insights for project managers and decision-

makers operating in similar implementation 

environments. 

 

Initiating: Strategic Alignment in Decentralized 

Ecosystems. The most frequent themes in this process 

group were Leadership Support, Stakeholder Buy-in, 

and Strategic Alignment. Unlike conventional IT 

projects, blockchain initiatives depend on multi-party 

consensus and decentralized infrastructure, 

necessitating stronger strategic framing and early 

engagement across internal and external stakeholders. 

 “Strong leadership support was crucial for 

several reasons. First, it ensured that the 

blockchain initiative received the necessary 

funding and resources. Executive sponsorship 

also helped in driving cultural change within 

the organization, as leadership endorsement 

facilitated buy-in from all levels of staff. At this 

company, our senior management recognized 

the strategic value of blockchain early on and 

championed the project, which helped 

overcome resistance to change and aligned the 

organization towards common goals.” 

 

Planning: Iterative Design and Interoperability 

Focus: Recurring themes such as Interoperability 

Strategy, Pilot Testing, and Data Governance suggest 

that planning in blockchain projects is fundamentally 

iterative. Unlike linear plans, practitioners emphasized 

pilot process groups to test assumptions and navigate 

regulatory or integration risks. 

 “Stakeholders' perceptions of blockchain 

technology in the food and beverage industry 

are shaped by practical considerations such as 

its ability to solve specific challenges, its ease 

of integration into existing workflows, and the 

overall readiness of organizations to adopt and 

leverage its potential benefits effectively. 

Effective communication and education about 

blockchain's capabilities and benefits are 

essential for aligning stakeholder expectations 

and fostering buy-in throughout the 

implementation process.” 

 

Executing: Behavioral Transformation and 

Change Enablement. Execution was marked by 

themes like Implementation Insight, Training and 

Support, and Change Management. Practitioners 

reported that success depended as much on shifting 

organizational behavior and fostering user trust as it 

did on technical deployment. 

 “I've found that user training and support 

play a critical role in ensuring the successful 

utilization of blockchain solutions, particularly 

in large organizations such as mine. For 

instance, comprehensive training initiatives 

were essential in equipping stakeholders 

across different departments with the 

knowledge and skills needed to leverage 

blockchain effectively. These programs 

included hands-on workshops, role-specific 

training sessions, and continuous education 

modules that addressed both the technical 

aspects of blockchain and its practical 

applications in supply chain management.” 

 

Monitoring & Controlling: Governance Beyond 

Traditional Metrics. Themes such as Security 

Assurance, Performance Monitoring, and Security and 
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Compliance emerged strongly in this process group. 

Blockchain systems introduced novel governance 

challenges, including monitoring decentralized 

ledgers and verifying smart contract behaviors. 

 “Communication is key throughout this 

process. We maintain an open dialogue with 

our stakeholders, addressing any concerns 

they have about data security and privacy. By 

being transparent about our security measures 

and proactive in addressing potential risks, we 

build trust and confidence in our blockchain 

solutions”. 

 

Closing: From Handover to Sustainability. 

Themes like Post-Implementation Support and 

Sustainability Planning highlight that blockchain 

projects often blur the boundary between project 

closure and ongoing operations. Rather than formal 

handoffs, practitioners described the need for support 

teams and evolving governance. 

  “We established feedback loops where 

users could continuously provide input on the 

system. This feedback was used to make 

iterative improvements, ensuring that the 

blockchain solution evolved to meet the users’ 

needs more effectively.” 

 

For practitioners crafting strategic management 

approaches tailored to the decentralized, rapidly 

evolving, and ecosystem-driven nature of blockchain 

technology, these themes offer valuable and actionable 

insights to inform effective strategy development. 

These strategic implications and lessons learned are 

categorized by process group and presented in Table 

1. 

 
Table 1. Process Group–Aligned Strategic 

Insights 

PMBOK 

Process 

group 

Strategic 

Implications 

Insights gained 

Initiating Requires 

executive 

sponsorship and 

early alignment 

with ecosystem 

partners. 

Lack of cross-

functional buy-in 

risks early 

project failure. 

Planning Needs flexible 

roadmaps, 

continuous 

partner 

alignment, and 

early-stage 

prototyping. 

Pilot testing is 

critical for de-

risking and 

discovering 

hidden 

dependencies 

across platforms 

and data layers. 

PMBOK 

Process 

group 

Strategic 

Implications 

Insights gained 

Executing Must include 

change 

management 

strategies and 

user-enablement 

programs. 

Success depends 

on building trust, 

fluency, and 

behavioral 

change. 

Monitoring 

& 

Controlling 

Expand 

performance 

metrics to 

include technical 

integrity, 

security, and 

resilience. 

Real-time 

performance and 

compliance 

monitoring is 

vital – especially 

when operating 

across 

organizational 

boundaries. 

Closing Reframe closure 

as a transition to 

sustained 

governance and 

maintenance. 

Sustainability 

planning is 

essential to 

maintain 

momentum post-

launch. 

 

4. Project Management and Blockchain 

Many organizations still rely on conventional 

project management structures when approaching 

blockchain initiatives, often resulting in misalignment 

that contributes to delays, budget overruns, or limited 

scalability. To better understand these challenges, it is 

essential to examine how the unique characteristics of 

BCT impact each process group of the project 

lifecycle, as shown in Table 2.  

 
Table 2. PMBOK Process Groups and BCT 

Impacts 

PMBOK 

Process group 

BCT Impacts 

Initiating Decentralized governance, 

cross-organizational alignment 

required. 

Planning High technical uncertainty, 

interoperability challenges, 

and regulatory ambiguity. 

Executing Disruption to traditional 

workflows and stakeholder 

roles due to increased 

transparency. 

Monitoring & 

Controlling 

Smart contract automation, 

decentralized system 

operations, data immutability. 
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PMBOK 

Process group 

BCT Impacts 

Closing Projects evolve into platforms 

with ongoing updates and 

governance needs. 

 

The insights drawn from practitioner perspectives 

regarding the impacts BCT has on each process group 

have been synthesized into four areas, each illustrating 

how blockchain disrupts the project management 

lifecycle and what these disruptions imply for 

professionals in the field. These areas reflect recurring 

patterns of disruption and adaptation that emerged 

across interviews, offering a practical lens to interpret 

changes in roles, governance, execution, and project 

continuity. 

 
• Best Practices for Blockchain Implementation 

• Tensions Between Control and Decentralization 

• The Evolving Role of the Project Manager 

• Guidelines for Blockchain Implementation by the 

PMBOK process group 

4.1. Best Practices: Blockchain 

Implementation  

The findings revealed a series of recurring 

challenges and corresponding solutions that serve as 

the basis for establishing best practices in managing 

blockchain-based projects. Throughout all process 

groups of the PMBOK framework, the need to move 

away from traditional linear planning and centralized 

control toward more agile, collaborative, and 

governance-oriented approaches was consistently 

highlighted. Table 3 presents key challenges, 

actionable best practices, and lessons learned for each 

process group of the project lifecycle. These insights 

provide project managers with a practical roadmap for 

navigating blockchain’s decentralized architecture, 

aligning diverse stakeholders, ensuring system 

interoperability, and sustaining effective post-

implementation operations. 

 

Table 3. Blockchain Implementation Best 

Practices by PMBOK Process group 

PMBOK 

Process 

group 

Key 

Challenge 

Best 

Practice 

Lessons 

Learned 

Initiating Gaining 

ecosystem-

wide 

stakeholder 

buy-in and 

strategic 

alignment. 

Build early 

coalitions, 

involve 

external 

partners, and 

define 

shared value 

Early 

alignment 

reduces 

resistance 

and 

improves 

shared 

ownership 

Planning Managing 

uncertainty, 

integration 

risk, and 

external 

dependencies. 

Use agile 

planning, 

prioritize 

interoperabil

ity, and pilot 

early. 

Piloting 

reveals 

hidden risks 

and enables 

adaptive 

planning. 

Executing Driving 

behavioral 

change and 

trust during 

rollout. 

Invest in 

training, role 

clarity, and 

proactive 

change 

management

. 

Success 

depends on 

user 

engagement, 

not just 

technical 

success. 

Monitoring 

and 

controlling 

Capturing 

meaningful 

metrics for 

decentralized 

systems. 

Develop 

blockchain-

specific 

metrics, 

including 

contract and 

ledger 

health. 

Standard 

KPIs are 

insufficient

—real-time 

oversight is 

essential. 

Closing Transitioning 

from project 

to long-term 

support and 

governance. 

Establish 

support 

structures 

and adaptive 

governance 

beyond go-

live. 

Blockchain 

projects 

require long-

term 

operational 

commitment

. 

4.2. Tension: Control and Decentralization 

A key insight from this study is the inherent 

tension between blockchain’s core principle of 

decentralization and the traditional project 

management emphasis on centralized control and 

authority. Blockchain environments, particularly those 

involving smart contracts and shared ledgers, 

challenge conventional notions of ownership, decision 

rights, and system boundaries. This creates uncertainty 

for project managers, who must increasingly operate 

in trustless, distributed ecosystems where 

responsibilities are often diffused. 

Recommendation: This decentralization demands 

shared accountability structures, continuous 

stakeholder alignment, and governance mechanisms 

that can evolve alongside the technology (Beck et al., 

2018). Traditional project charters, change control 

boards, and approval workflows may require 
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rethinking or replacement with more dynamic models 

of oversight. 

4.3. The Evolving Role of the Project 

Manager 

The findings also reveal a transformation in the 

role of the project manager within blockchain 

initiatives. Rather than serving primarily as planners 

and executors of predefined scopes, project managers 

are evolving into ecosystem orchestrators, responsible 

for navigating ambiguous stakeholder environments, 

enabling cross-functional collaboration, and building 

trust across multiple entities. 

Recommendations: Success in this context 

depends less on command-and-control tactics and 

more on facilitation, strategic communication, and 

adaptive leadership (Hobbs & Petit, 2017). Project 

managers must also become literate in regulatory, 

technical, and platform-level considerations, moving 

beyond internal process knowledge to a broader 

systems perspective. 

These insights into the evolving project 

management landscape underscore the need for a 

reexamination of established practices when applied to 

blockchain initiatives. As the role of project 

management expands to encompass coordination 

across decentralized ecosystems, it becomes essential 

to understand how each phase of the project life cycle 

is being redefined in practice. The following section 

presents key themes and practitioner-informed 

adaptations for each PMBOK process group, offering 

a detailed view of how blockchain implementation is 

reshaping project execution on the ground. 

4.4. Guidelines for Blockchain 

Implementation 

Thematic analysis of the interviews, organized 

according to the five PMBOK process groups, reveals 

how traditional project practices are being redefined in 

response to blockchain’s unique demands. Participants 

described evolving strategies, emerging governance 

needs, and shifting execution styles in response to 

BCT characteristics of decentralized operations, inter-

organizational dependencies, and continuous 

innovation cycles. As one participant explained, the 

execution and closure are evolving due to blockchain’s 

continuous innovation and governance demands. 

“Leadership support and strategic alignment is 

everything from an implementation perspective. 

Leadership provides a vision and most importantly 

direction. Having a clear vision of what is needed will 

help all the stakeholders across the organization, 

including executives, managers, employees, and 

external partners to make them feel as part of the 

implementation. This plays a major role in a 

successful go-live. Leadership should have a clear and 

documented change management and risk 

management process that we can go back and look at 

during times when the implementation is not going as 

we intend it to”.  

Another participant detailed how execution styles 

are shifting, emphasizing behavioral and strategic 

realignment.  

“Collaboration and communication across 

departments also played a significant role. Blockchain 

implementation isn't just an IT project; it affects 

various parts of the business from procurement to 

logistics to sales. We established cross-functional 

teams to ensure all perspectives were considered and 

that there was buy-in from all stakeholders.”.  

 

Similarly, another participant captured the evolving 

strategic and governance needs in blockchain 

execution environments. 

“For instance, the goal of improving food safety 

through better traceability was a key driver for us. 

Blockchain technology provided a solution that 

directly aligned with this objective. This strategic 

alignment helped in making a compelling business 

case for blockchain, gaining buy-in from various 

stakeholders across the organization” 

 

Grounded in real-world challenges and responses, 

the following are practitioner-informed guidelines for 

each process group of the project management 

lifecycle,  

 

Initiating: Redefining Project Initiation for 

Ecosystem Engagement. This process group emerged 

as the most heavily coded, underscoring its critical role 

in establishing early legitimacy and alignment. Key 

themes included Stakeholder Buy-in, Leadership 

Support, and Strategic Vision. 

 

Recommendations: 

• Expand stakeholder engagement beyond 

internal teams to include vendors, regulatory 

bodies, and ecosystem partners. 

• Secure visible executive sponsorship to 

elevate blockchain from pilot status to 

strategic priority. 

• Align blockchain goals with broader digital 

transformation initiatives to prevent isolated 

technical deployments. 

 

Planning: Adapting Plans Through Iteration, 

Interoperability, and Pilot Testing. Themes like 

Infrastructure Readiness, Interoperability Strategy, 

and Pilot Testing highlighted the exploratory nature 

of blockchain planning. 
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Recommendations: 

• Replace rigid plans with adaptive roadmaps 

that accommodate experimentation. 

• Incorporate interoperability planning with 

legacy systems and partner platforms from 

the outset. 

• Use pilot testing to validate assumptions, 

build confidence, and identify process gaps. 

• Emphasize planning as a tool for learning and 

alignment, not just resource estimation. 

Executing: Managing Change, Building Trust, and 

Navigating Disruption. Themes included Change 

Management, Training and Enablement, and Cross-

Functional Collaboration. The highlight that execution 

in BCT is as much about organizational transformation 

as it is about technical delivery. 

 

Recommendations: 

• Invest in user education and trust-building 

activities to reduce resistance to 

decentralization. 

• Formalize change management efforts to 

address evolving roles, responsibilities, and 

data visibility. 

• Treat execution as iteratively linked with 

pilot feedback and stakeholder adaptation. 

 

Monitoring & Controlling: Governing in Real 

Time with Custom Metrics. Themes such as Security 

Assurance, Performance Feedback, and Smart 

Contract Auditing reflect blockchain’s need for novel 

control mechanisms. 

 

Recommendations: 

• Go beyond traditional metrics (cost, scope, 

time) and adopt blockchain-specific KPIs, 

such as contract performance and ledger 

health. 

• Implement real-time monitoring dashboards 

and validation tools tailored to decentralized 

environments. 

• Collaborate closely with cybersecurity, risk, 

and compliance teams to ensure continuous 

oversight. 

 

Closing: Transitioning to Sustainability and 

Ongoing Governance. While less frequently coded, 

Post-Implementation Support, Sustainability 

Planning, and Knowledge Transfer were distinctive 

themes. Blockchain projects often become platforms 

requiring continued stewardship. 

 

Recommendations: 

• Establish long-term support teams for 

technical maintenance and stakeholder 

engagement. 

• Prioritize institutional knowledge transfers to 

mitigate risk from niche technical expertise. 

• Redefine closure not as finality, but as 

transition into platform maturity and 

decentralized governance. 

5. Summary and Implications 

Blockchain implementation projects deviate from 

conventional IT projects in fundamental ways as 

shown in this research. By applying a project 

management lens to blockchain implementation, this 

study contributes to both academic understanding and 

practitioner action, bridging theory with real-world 

application.  

Ultimately, as blockchain adoption expands 

beyond proof-of-concept into enterprise integration, 

project managers will play an increasingly pivotal 

role—not only in managing tasks and deliverables, but 

in orchestrating stakeholder ecosystems, enabling trust 

in transparency, and supporting continuous evolution. 

Their role will extend into shaping strategic direction, 

aligning project goals with broader organizational 

transformation efforts, and ensuring that blockchain 

initiatives contribute to long-term competitive 

advantage.  

By mapping how each PMBOK process group is 

challenged or redefined during blockchain 

implementation, the study provides evidence for the 

development of hybrid frameworks that integrate agile 

delivery, platform governance, and cross-

organizational coordination (Koskela & Howell, 2002; 

Müller et al., 2019). This research highlights the 

limitations of traditional lifecycle models when 

applied to decentralized technologies, advocating for 

hybrid or adaptive frameworks that integrate elements 

of agile, platform governance, and ecosystem strategy.  

By examining how each PMBOK process group is 

challenged or reshaped during blockchain 

implementation, this study supports the development 

of hybrid project management frameworks that blend 

agile delivery, platform governance, and cross-

organizational coordination (Koskela & Howell, 2002; 

Müller et al., 2019). This research exposes the 

limitations of traditional lifecycle models in 

decentralized environments and emphasizes the need 

for adaptive approaches tailored to the complexities of 

emerging technologies. 

Practically, it provides organizations and project 

managers with a grounded understanding of the 

structural, behavioral, and procedural changes 

necessary to strategize and lead blockchain initiatives 
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successfully. Strategic recommendations for 

blockchain initiatives are provided.  

• Initiation requires strategic alignment across 

ecosystems.  

• Planning must be agile, iterative, and 

integration-focused.  

• Execution depends heavily on organizational 

change readiness and user enablement.  

• Monitoring requires new tools and real-time 

validation mechanisms,  

• Closure evolves into long-term support and 

governance operations. 

 

From a project management perspective, the study 

offers concrete guidance for navigating blockchain’s 

complexity across the project life cycle. 

• Use agile, iterative planning models that 

emphasize piloting, learning, and rapid feedback. 

• Embed change management and education into 

execution, addressing transparency, trust, and 

user adoption challenges. 

• Implement monitoring mechanisms tailored to 

smart contracts, distributed infrastructure, and 

ecosystem governance. 

• Redefine project closure as a transition into long-

term sustainability and continuous platform 

evolution. 

 

These insights and actionable recommendations 

offer a strategic blueprint for project managers leading 

blockchain initiatives. Rather than viewing blockchain 

as a typical technology deployment, the findings 

underscore that its implementation demands a 

fundamental rethinking of project management.  

Practice-based IS research is advanced by 

revealing how blockchain disrupts traditional project 

management and necessitates new approaches 

grounded in real-world practitioner experience. By 

aligning these insights with the PMBOK framework, 

this research bridges theory and practice, offering 

guidance for navigating decentralized, cross-

organizational systems and informing future IS 

research by highlighting the potential of distributed 

technologies and the need for adaptive project 

management methodologies. 

 

This study has limitations. It draws on qualitative 

interviews with a purposefully selected group of 

blockchain practitioners across various industries. 

While the insights are grounded in real-world 

experience, the findings may not be fully generalizable 

beyond the sampled participants. The retrospective 

nature of the interviews also introduces potential recall 

and attribution biases. 

Additionally, the use of the PMBOK process 

groups as an analytical lens helped structure the 

findings but may have constrained the emergence of 

themes that transcend traditional project phases. 

Contextual factors such as industry-specific 

regulations, cultural differences, or blockchain 

platform characteristics were not the focus of this 

study and may influence implementation practices. 

Future research could adopt longitudinal or 

comparative designs to deepen and broaden the 

understanding of blockchain's impact on project 

management. 

6. Appendix: Research Methods 

A qualitative research approach was employed in 

this study to explore how project management process 

groups support the implementation of blockchain-

based projects. Qualitative methods are appropriate for 

discovering the dynamics of complex phenomena, 

allowing researchers to understand how and why 

certain processes unfold within real-world contexts 

(Conboy, Fitzgerald, & Mathiassen, 2012; Kaplan & 

Duchon, 1988). Given the exploratory nature of this 

research, qualitative inquiry offers valuable insights 

into participants’ experiences across the stages of 

blockchain projects.  

An exploratory study is conducted using the five 

PMBOK process groups defined in the project 

management life cycle: Initiating, Planning, 

Executing, Monitoring and Controlling, and Closing, 

as an analytical lens, aiming to identify necessary 

modifications to each project process group to 

accommodate blockchain’s decentralized, dynamic, 

and inter-organizational nature. 

6.1. Data Collection 

Semi-structured interviews were chosen as the 

primary method of data collection, enabling 

participants to share detailed experiences while 

allowing the researcher to probe for clarification and 

elaboration. Interviews were conducted virtually and 

recorded with participants' consent. The recordings 

were transcribed verbatim for analysis. Coding was 

conducted manually using a thematic framework 

aligned with the five project management process 

groups as defined by the PMBOK (Initiating, 

Planning, Executing, Monitoring & Controlling, and 

Closing). 

The sample consisted of sixteen participants with 

direct experience in blockchain implementation 

projects across diverse industries, including 

automotive, retail, waste management, and supply 

chain. Participants were selected to ensure that those 

interviewed had both project management exposure 
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and hands-on involvement in blockchain deployment. 

The variation in industry sectors and roles helped 

surface a rich range of perspectives on blockchain-

specific project practices. Detailed participant 

background information, including years of consulting 

and blockchain experience and the industries they 

represent, is presented in Figure 3. 

 

 
 
Figure 3. Participant Profile Overview 

 

6.2. Validity and Reliability 

To ensure the validity and reliability of the study, 

a rigorous qualitative protocol was followed, including 

consistent interview procedures and systematic 

coding. Credibility was enhanced through purposeful 

sampling of participants with direct blockchain 

implementation experience across diverse industries. 

Reliability was supported by maintaining a clear audit 

trail of data coding and analysis decisions.  

6.3. Thematic Analysis 

To analyze the data, this study employed thematic 

analysis, a flexible and widely adopted method for 

identifying and interpreting patterns or themes within 

qualitative data (Clarke & Braun, 2017; Scharp & 

Sanders, 2019). In this study, a hybrid approach was 

taken. An inductive lens was used to allow new 

insights to surface from participant narratives, while a 

deductive framework—based on the established 

project management process groups—was applied to 

structure and interpret findings in relation to the 

project life cycle. 

A six-stage thematic analysis (TA) was employed 

to extract qualitative insights from the data, as 

described by Braun and Clarke (2012) and Clarke & 

Braun (2017). While the broad methodology was used 

to identify challenges and requirements from the 

interview data. The first stage allowed the researchers 

to familiarize themselves with the data (1) and 

generate initial codes (2). The codes mark data that are 

potentially relevant for answering the RQs. This work 

used Atlas.ti and Microsoft Excel to manage the codes. 

By searching for patterns between the codes, themes 

were derived (3) and reviewed (4). By defining and 

naming the themes (5), their unique character was 

highlighted before a report was generated (6). Figure 

4 shows the TA process, deriving 45 codes and an 

associated theme based on interview data.  

 

 
Figure 4. Code-to-Theme Alignment Based on 

PMBOK Framework 
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