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ABSTRACT

Purpose: This article aims to investigate how project governance, project portfolio management and best practices are
related in a company in the Brazilian electricity sector, considering the gaps identified in the management of its projects
and the results of them. Methodology/Approach: In order to subsidize this study, in theoretical terms, the study is
supported by a systematic survey of the literature and, in empirical terms, it conducts an investigation with 18 key
employees of the organization through the application of a questionnaire, with a view to confronting the perception of
respondents with the relevant concepts found in the literature. Findings: In the empirical research, on the other hand,
made it possible to investigate the perception of respondents from different groups in relation to the organization's
adherence to the proposed themes. Research Limitation/implication: The studies were not carried out outside the
environment of the selected company, nor are extrapolations made to other organizational realities, although it
recognizes that this study can contribute to influencing companies in the same or different segment to deepen into the
above theme. Originality/Value of paper: The proposed research is applicable in all organizations or sectors that are
strategically project oriented.

KEYWORD: projects, management, governance, project management office, portfolio, best practices.

RELACIONAMENTO ENTRE GOVERNANCA DE PROJETOS, CARTEIRA DE PROJETOS E MELHORES
PRATICAS EM UMA EMPRESA DE TRANSMISSAO DE ENERGIA

RESUMO

Objetivo: Este artigo tem como objetivo investigar como governanga de projetos, gerenciamento de portfélio de
projetos e melhores préaticas se relacionam em uma empresa do setor elétrico brasileiro, considerando as lacunas
identificadas na gestdo de seus projetos e os resultados dos mesmos. Metodologia: Com o objetivo de subsidiar este
estudo, em termos tedricos, 0 estudo é apoiado por um levantamento sistematico da literatura e, em termos empiricos,
realiza uma investigacdo com 18 funcionarios-chave da organizacao através da aplicacdo de um questionario, com o
objetivo de confrontar a percepcdo dos respondentes com os conceitos relevantes encontrados na literatura. Resultados:
Na pesquisa empirica, por outro lado, foi possivel investigar a percepcdo dos respondentes de diferentes grupos em
relacdo a aderéncia da organizacdo aos temas propostos. Limitacdo da pesquisa: Os estudos nao foram realizados fora
do ambiente da empresa selecionada, nem s&o feitas extrapolagcdes para outras realidades organizacionais, embora se
reconhega que este estudo pode contribuir para influenciar empresas do mesmo ou de diferentes segmentos a se
aprofundarem no acima tema. Originalidade: A pesquisa proposta é aplicavel em todas as organizagdes ou setores que
s80 estrategicamente orientados para projetos.

PALAVRAS-CHAVE: projetos, gerenciamento, governanca, escritério de gerenciamento de projetos, portfdlio,
melhores préticas.
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1. INTRODUCTION

With the promotion of the restructuring of the Brazilian Electric System in the late 1990s,
the concession model in the electricity transmission segment became competitive, allowing private
and state companies, with national or foreign capital, in the form of consortium or not, could
dispute the concession of this public service (Cazzaro, 2017). Since then, the current transmission
expansion model has been based on auctions for concession contracts where companies responsible
for the construction, operation and maintenance of transmission facilities for 30 years are chosen
(Paulo, 2012). According to ONS data (2021), prior to the aforementioned auctions, the
transmission line infrastructure installed in Brazil was approximately 64.000 kilometers long. In
2020, the extension of available transmission lines was 145.600 kilometers, with plans to reach the
extension of 184.054 kilometers by the year 2025. These numbers indicate that in the last 20 years,
the available infrastructure has more than doubled in size through the auctions, with the prospect of
being close to tripling its capacity by 2025.

For this reason, the opening of the transmission market has provided a new dynamic to the
sector since then: i) the expansion of the transmission system leveraged the demand for projects in
the segment, which are the main means for companies to achieve their strategic goals; and ii) in
order to execute multiple projects, it is relevant to establish practices and processes for project
management in order to create and manage organizational knowledge, whether for regulatory,
technical or strategic reasons, given the competitiveness imposed by the market.

These referred processes comprise the best practices and management methods represented
by tools and techniques adopted by professionals to perform project management activities (Tereso
et al., 2019; Shou et al., 2021; Barbosa et al., 2021). In this regard, it is important to emphasize that
such processes are directly related to the organizational context, business model and sector,
company size and the environment in which it operates (Kwak et al., 2015; Tereso et al., 2019).

Regarding the management of its projects, a company may be organized in 03 levels: the
highest hierarchical level represented by bodies oriented to the determination of a project policy and
strengthening of its practices (project governance), the middle organizational management of each
cluster responsible for managing multiple projects under implementation (project portfolio) and a
manager for each project, who can be responsible for executing them (Lappi et al., 2019; Martinsuo
& Geraldi, 2020). In addition to this structure, the organization can have a Project Management
Office (PMO) whose objective should be transiting between all levels, developing and
disseminating knowledge in project management (Kwak et al., 2015). According to Muller et al.
(2019), the correlation and synergy between best practices and project management processes, the
project portfolio and project governance are essential elements for the achievement of objectives
and the proper functioning of project management in organizations.

In this regard, this study aims to seek answers to the following question: “From the
perspective of its professionals and supported by what the literature recommends, how the elements
— Project Governance, Project Portfolio and Best Practices — are related in the organization under
this study?”. Then, this article aims to investigate how project governance, project portfolio
management and best practices are related in a company in the Brazilian electricity sector,
considering the gaps identified in the management of its projects and the results of them, and how
the 03 themes apply in the organization and to propose solutions for their improvement through the
identified problems.

In terms of organization, the study is subdivided into five distinct sections, the first being the
one that offers the context of the theme, in addition to highlighting the research problem and the
objective of this study. Section 2 summarizes results from the literature review, bringing up the
main concepts and foundations capable of supporting the field investigation and its results. Section
3 describes the methodological procedures of the empirical research through the application of a
questionnaire with the company's key employees. Section 4 analyzes and discusses the results of the
empirical investigation. In the fifth and last section the conclusions about the study are described.
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2. LITERATURE REVIEW
2.1. Project Governance

Project governance embraces policies, processes and organizational entities that are
responsible for defining roles and responsibilities, coordinating the relationship with the
stakeholders and defining the decision hierarchy in projects so that they fulfill their objectives.
(Mdller et al., 2014; Too & Weaver, 2014; Ul Musawir et al., 2017; Derakhshan et al., 2019; Lappi
et al., 2019; Mdiller et al., 2019). Governance is a management function for establishing policies
capable of overseeing and ensuring the execution of a company's objectives according to the
organizational level where it is adopted, whether a single or multiple projects managed collectively
(Mdller et al., 2014; Mdiller et al., 2017; Mller et al. 2019).

The implementation of project governance takes place via organizational facilitators called
governance institutions, such as steering committees, Project Management Offices (PMO) or any
other project authority that has a role in complying with it, and vary according to the type of
project, sector and degree of adherence to projects by the organization (Mdiller et al., 2014; Muller
et al., 2019). According to Muller et al. (2014), the governance mentality in organizations
represents their way of thinking about governance in different approaches according to each task
and established governance level. For Ul Musawir et al. (2017), this mentality is the result of the
adoption of governance principles by the project authorities and an incorporation of the
responsibilities concerned, since project governance influences the project’s success.

A relevant aspect in the organizational structure of a company that can impact its projects is
its design of decision hierarchy and relationships (Petro & Gardiner, 2015). The active posture of
leaders in decisions must observe the context in which a single project or multiple projects are
found, so as not to sabotage the macro-objective of the organization's business (Petro & Gardiner,
2015; Tavares, 2015). According to Hermano and Martin-Cruz (2016), top management must shape
the institutional context, become a provider of results and provide teams with an environment that
promotes the success of projects. For Bekker (2014), the differences in governance approaches are
more motivated by the complexity of the stakeholders than by the project's complexity, as they also
have a direct influence on the results.

Stakeholders are the entire community of the organization's projects that are key elements
for its success (Patanakul, 2015). In this regard, decision-making by the sponsors requires a deep
analysis regarding the risk-taking posture in relation to the expected return on investments, the
selection of the best projects and the respective allocation of resources according to the strategy,
influence of stakeholders and the business ethics that compose the company's values (Bekker, 2014;
Too & Weaver, 2014; Hermano & Martin-Cruz, 2016; Derakhshan et al., 2019).

2.2. Project Portfolio Management

Project portfolio management is a project management technique adopted to align and
control a group of projects according to the objectives and benefits expected by an organization
(Lappi et al., 2019). This technique has become relevant over the years, being a fundamental
competence to conduct multiple projects simultaneously (Kock & Gemunden, 2019). In the
literature, portfolio management is established as the application of practices and tools for the
collective management of projects in order to execute an organization's global strategy through the
link between projects, programs and portfolio (Patanakul, 2015; Petro & Gardiner, 2015;
Oosthuizen et al., 2016; Kock & Gemunden, 2019; Muller et al., 2019; Martinsuo & Geraldi, 2020).

However, project portfolio management cannot be limited to managing only its projects,
given its direct relationship with the strategic goals and internal and external contexts of
organizations (Martinsuo & Geraldi, 2020; Arabomen et al., 2021). The structuring of a portfolio
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that adheres to the strategy embraces the steps of mapping alternatives, categorizing, evaluating,
prioritizing, balancing and authorizing projects (Patanakul, 2015; Martinsuo & Geraldi, 2020).

According to Petro and Gardiner (2015), maintaining a balanced portfolio that adheres to the
business strategy results from the wide variety of possible combinations of projects that make up a
portfolio under structural constraints and other of the organization itself. Among the situations to be
observed in the selection and management of these projects, the interdependence and coordination
between projects, resource sharing, operational capacity, support from sponsors and relationship
with stakeholders stand out in the literature (Clegg et al., 2018; Derakshan et al., 2019).

For Tavares (2015) and Petro and Gardiner (2015), the project portfolio must be temporarily
revisited according to the changes in priorities and organizational limitations imposed on its
execution, as the selection and maintenance of these projects will take place by the direction of the
objectives and not by the similarities of their natures. In this regard Patanakul (2015) mentions that
effective portfolio management encompasses: 1) alignment with the organization's strategy; 2)
adaptation to internal and external changes; 3) selection of projects with high value or benefit; 4)
project visibility to stakeholders; 5) transparency and ethics in decision making and; 6)
predictability of project performance.

The assessment of organizational performance arises from the need to establish links
between planning, decision, action, and result (Silva et al., 2021). Therefore, a robust evaluation
process, prioritizing and measuring the expected benefits supported by project governance, allows
organizations to maximize their returns on investments and supports the achievement of their goals
(Petro & Gardiner; 2015; Ul Musawir et al., 2017).

2.3. Organizational Best Practices

The change in the organizational structure of companies is linked to the turmoil of the
internal and external environments, risks and uncertainties of their businesses and how such
circumstances result in adaptations and/or changes (Patanakul, 2015; Hermano & Martin-Cruz,
2016). The variability in organizational activities arising from the aforementioned scenarios,
requires a governance role in sponsoring the projects to be affected, promoting flexibility in their
management in order to address the necessary changes. (Patanakul, 2015; Hermano & Martin-Cruz,
2016). In this regard, according to Petro and Gardiner (2015) and Patanakul (2015), the
organizational structure has a direct effect on the portfolio's success because the greater the
adaptability to internal and external changes, the greater the effectiveness in managing the project
portfolio.

The implementation of an adaptable and effective management system results in a change in
the company's culture and management (Lachowski, 2016). Many authors indicate practices for
managing projects, programs and portfolios that comprise routine management activities established
through conceptual models, processes and procedures (Oliveira et al., 2017; Clegg et al., 2018;
Midller et al., 2019). For Oosthuizen et al. (2016) and Clegg et al. (2018), one of the greatest
benefits of a project, program and portfolio management system at the organizational level, when
well implemented, is to provide accurate information about projects and objectives to support
decision-making by governance.

The organizational entity with the greatest adherence to these assignments is the Project
Management Office (PMO) (Too & Weaver, 2014; Miller et al., 2019; Echcharqy, 2020; Fernandes
et al., 2020; Fernandes et al., 2021). There are several ways to classify the PMO in the literature.
PMO can be seen as an internal consultancy with high experience in project management for the
application of standards and processes (Too & Weaver, 2014), a vector of excellence in project
management and decision support (Arduino, 2015), an organizational unit responsible for
structuring, managing and implementing the selected projects (Lachowski, 2016), an internal entity
for coordinating and streamlining project portfolio management (Bredillet et al., 2018); and an
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organizational agent with knowledge in project management (Rezende & Cordeiro, 2020). For Too
& Weaver (2014), an effective EGP supports the good governance of the project, ensuring that
information in its reports is relevant, accurate and complete, providing enough support to the
governance to support decision making.

3. MATERIAL AND METHODS
3.1. Characterization of research subjects

This work aims to analyze the strategic and tactical scopes of managing the project portfolio
of an organization in the electricity sector. Therefore, the research subject addresses the motivation
for this when these respondents are identified and qualified. The defined groups are presented in
Table 01.

Table 01: Classification of research subjects by groups (Elaborated by authors)

Groups Description Quantity
Operational level in Responsible for applying management tools and processes at the 5
project management level of projects and programs in the organization.

Operational level in Responsible for applying management tools and processes at the
portfolio management portfolio level in the organization 2
Managerial level in Responsible for the direct management of projects that make up 6
project management the organization's portfolio.
Functional managerial Responsible for supporting the execution of projects that 2
level composes the organization's portfolio.
Strategic level in portfolio | Responsible for the organization's strategic guidelines reflected 2
management in the portfolio.

6 | Institutional level Head of the organization 1

Figure 01 illustrates a conceptual organization chart of the groups that composes the
organization's sample and their respective quantities.

Institutional level

Strategic level Functional
in portfolio Managerial
management level

Managerial level
in project
management

Operational level in
portfolio management

Operational level in
project management

Figure 01: Conceptual organization chart of the research subjects (Elaborated by authors)
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3.2. Data gathering

First, data gathering was carried out from bibliographic research for secondary sources. Data
were obtained through a bibliometric survey, using the keywords presented in the databases. Then,
based on the relevant literature, a script was developed to gather data from primary sources, carried
out through a questionnaire applied in the company under study. The procedure was applied to the
groups defined in Section 3.1.

The forms were previously delivered to the groups and the most relevant topics of the
research, its purpose, objectives, relevance and the key points of the questionnaire were also
presented, according to Marconi & Lakatos (2003). Thus, the aforementioned questionnaire was
used as a guide to diagnose the organization under study. The instrument was designed considering
the research objectives, the theoretical support from the literature and the heterogeneity of the
respondents’ profile.

3.2.1. Instrument validation procedure

For this study, a pre-test was carried out, according to Marconi & Lakatos (2003), which
involved the application of the questionnaire with 03 professionals from the energy transmission
sector who are not part of the mentioned organization, between the 28th of October 2019 and
November 4, 2019. Among the professionals mentioned, 02 occupy managerial positions that
similarly fit into Group 3 — Managerial level in project management and 01 occupy a specialist
position that similarly fits into Group 1 — Operational level in project management as defined in
Section 3.1 of this paper. The adoption of the pre-test contributed to the optimization of the
questionnaire and the elaboration of questions with greater adherence to the profile of professionals
working in the sector, aiming at greater participation by respondents.

3.3. Data analysis procedures

The evidence of this work includes the bibliographical review, data from the studied
organization and application of the questionnaire with key professionals directly involved in the
management of the company's projects. The present study makes use of the triangulation of these
data, in order to compare its results.

Thus, it was possible to seek convergence and divergence between the specialized literature
(secondary sources) and the perception of professionals who experienced the phenomenon object of
study (primary sources). Considering the nature of the quali-quantitative instrument, descriptive
statistical techniques were adopted to allow the identification of individual responses from each of
the 18 respondents.

In the subsequent section, comparative analyzes of the respondents were carried out and, in
order to highlight possible ambiguities and corroborate the proposed analyzes regarding the level of
adherence to the literature, lexicography techniques were adopted based on the answers provided in
the open questions.

4. RESULTS
4.1. Respondent’s profile

Eighteen respondents with different profiles, roles and responsibilities in the company, and
who worked in the implementation of transmission projects, participated in the survey through the
application of 18 questionnaires in the period between November 6 and 13, 2019. To choose the
respondents, the criterion of professional experience in project management, their main attributions
in the organization and their availability to participate in the research was adopted. Of the 18
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questionnaires applied, 06 were carried out through personal contact between the researcher and the
respondent. As for the 12 others, contact had been made by email. The profile of respondents
obtained through the application of the data collection instrument is presented in Table 02 below, as
shown in Section 3 of this paper.

Table 02: Identification of the profile of respondents (Elaborated by authors)

- - Time in Function in -
clgsl;;}?éz?on Group Main graduation Edtjecséllon the the ast'i\f\ Pb'\:(:icigzwéc Ceritification
company company g g
Analyst 1 N1 Automation Eng. University Up to 01 Analyst 06 years Training Not
graduate year
Specialist 1 N1 Civil Eng. Specialization Uzégrm Specialist 14 years Specialization Not
Between 01
Specialist 2 N1 Psychologist Specialization and 02 Specialist 12 years Specialization PMP
years
Between 01
Specialist 3 N1 Industrial Eng. Specialization and 02 Specialist 10 years Specialization Not
years
- . Upto 01 -
Specialist 4 N1 Civil Eng. Specialization year Specialist 10 years Specialization Not
University Between 01
Specialist 5 N2 Mechanical Eng. raduate and 02 Specialist 09 years | Extension course PMP
g years
- L e Upto 01 -
Specialist 6 N2 Civil Eng. Specialization year Specialist 05 years Does not have PMP
. . More than S
Manager 1 N3 Electrician Eng. Master's degree 02 years Manager 18 years Specialization PMP
University Between 01
Manager 2 N3 Mechanical Eng. raduate and 02 Manager 20 years Does not have Not
9 years
. P Upto 01 e
Manager 3 N3 Electrician Eng. Specialization year Manager 12 years Specialization Not
Manager 4 N3 Electrician Eng. Specialization Ug/;grm Manager 08 years Specialization Not
Between 01
Manager 5 N3 Electrician Eng. Specialization and 02 Manager 21 years Specialization Not
years
- P Upto 01 T
Manager 6 N3 Electrician Eng. Specialization year Manager 15 years Specialization PMP
P Upto 01 .
Manager 7 N4 Energy Eng. Specialization year Manager 08 years Specialization Not
Between 01
Director 1 N4 Electrician Eng. Specialization and 02 Director 12 years Specialization PMP
years
Between 01
Director 2 N5 Mechanical Eng. Specialization and 02 Director 15 years Specialization Not
years
. . , More than : .
Director 3 N5 Mechanical Eng. Master's degree 02 years Director 23 years Master's degree Not
Aeronautical Between 01
President N6 Master's degree and 02 President 10 years Does not have Not
Infrastructure Eng. years

4.2. Discussion

The empirical research identified the respondents' perception of the organization when

analyzed from the perspective of what the scientific literature advocates for Project Governance,
Project Portfolio Management and Organizational Best Practices. This questionnaire consists of 10
questions about each theme, 01 of them open and the other 09 closed. The closed questions were
parameterized by a Likert scale from 1 to 5, where 1 represents the criterion strongly disagree and 5
strongly agree, in relation to the theoretical propositions presented.

4.2.1. Project Governance

The proposals presented in the questionnaire investigated the following themes found during
the literature review: a) governance principles and mechanisms for decision making; b) leadership
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performance; c) governance mentality about functions and structure; d) alignment with corporate
governance and; e) stakeholder management. Figure 02 illustrates the responses of the groups
within these contexts.

Respondents' Perception - Project Governance

18
N N
16 4 4 4
4 3 6 7
14 8

12

2 4 &
§ 10 8
s 1 9
S 6 10
a8
2 7
6
8 7
4 7 9
5 3 &
3 3
2 1
. N o o . 1 1 1
2 -Relationto 3 - Decision 4 - Governance 5 - Stakeholders 6 - Leadership 7 - Governance 8- 9 - Leadership 10-
Corporate Making Principles Management Mechanisms Govemmentality Govemance
Govemance Mechanisms

Concepts

w Strongly Disagree Disagree Neutral Agree = Strongly Agree

Figure 02: Respondents' Perception of Project Governance (Elaborated by authors)

It was possible to infer from the data presented a heterogeneity in relation to the employees’
perception. The greatest adherence to what is recommended in the literature is seen in the concepts
related to Governance Mechanisms, while those that represent the least adherence are Relation to
Corporate Governance, Governance Principles and Leadership. The other themes present a balance
in their perceptions; however, they reinforce the dissonant character of the respondents in relation to
the company under study.

In general terms, less adherent perceptions suggest gaps in the dissemination of governance
principles and procedures throughout the organization, in addition to project management.
Furthermore, it could be seen that the role of the steering committee in the deployment of the
strategy is not understood by most respondents, with failures in communication and establishment
of the company's objectives.

The perception of Expert 5 in his answer corroborates the above:

Governance is not widespread outside the project scale. Yet the framework works very well
within each project when viewed individually. Little influence with support areas and
limited action at the portfolio level.

Despite the respondents recognizing the organizational existence of facilitators who should
be the precursors of governance policies, the conceived strategy is questioned, suggesting the
absence of processes, lack of clarity and criteria for decision-making. In this regard, the biggest gap
indicated by the respondents is the absence of a unit as commented by Manager 3:

I understand that project governance is well structured, despite the fact that there are
divergences in standardization and in concept between the various departments about how
the project management model should be [...].

4.2.2. Project Portfolio Management

About this concept, we sought to evaluate the following concepts identified in the literature:
a) practices adopted to define the strategy; b) systems and criteria for project selection and
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prioritization; c) optimization and allocation of resources in projects; d) performance of projects in
the realization of benefits and; e) competitive advantage. The results are shown in Figure 03.

Respondents' Perception - Project Portfolio Management

18 - -
. .
16 3
3 5 3
6 6

12 L]
7
2
210 7 5 3 9
3 10
g 7
g ° 3
10 4
6
6 6
4 6 i
5 3 5
2 3
, . [ 1 [
2 - Project 3 - Competitive 4 - Business 6 - Benefits 7 - Resources 8 - Portfolio 9 - Strategic 10 - Resources

Performance Advantage Success Interdependence Realization Optimization Structuring Alignment Optimization
between Projects

Concepts

m Strongly Disagree Disagree Neutral Agree = Strongly Agree

Figure 03: Respondents' perception of Project Portfolio Management (Elaborated by authors)

In this section there was also a dissonance in the respondents’ perception. As shown in the
chart, the concepts with greater adherence are Project Performance, Business Success and Resource
Optimization. The ones that show less adherence are Interdependence between Projects, Realization
of Benefits and Portfolio Structuring.

The results indicate that the respondents did not identify formal processes for structuring the
project portfolio as indicated in the literature, as well as the alignment between the strategy and its
execution.

An ambiguity was also identified between the open and closed questions regarding two
concepts that were well evaluated in the respondents’ perception: Resource Optimization and
Project Performance. It is considered here that open questions have greater relevance in terms of
ambiguity and, therefore, as much as the company had the necessary resources for its portfolio and
shared them, the fact was due to the excess of resources and not the correct allocation with the
needs of the company in time.

The answer of the President of the organization reinforces this understanding:

The system was poor in the aspect of not adequately forecasting all the resources needed to
carry out the projects in time, where the ambition of the growing portfolio was realized in
the concept of abundance of resources, which is now beginning to be corrected.

Regarding performance, which represents the ability to manage projects through a formal
management system, there is no agreement among respondents if the system is able to provide
competitive advantage and manage the benefits of projects, given the position of Director 2:

There is a project portfolio management system, but it is aimed to meet the demand of the
company's senior management and not acting as a beacon of the projects, addressing the
best paths to be taken and working with support and partnership.

4.2.3. Organizational Best Practices

Finally, the propositions about this element investigated the following themes: a) processes,
tools and best practices for project management; b) organizational structure with definition of roles
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and responsibilities; c¢) organization and standardization of management and; d) Project
Management Office (PMO). Figure 04 illustrates the results obtained.

Respondents Perception - Organizational Best Practices

18
= E R 'II=
16 4
3
6
7

=3

10

Respondents

3

©

] 8
5
4 4
7
2
2
3
° 1
2 - Organizational 3 - Process 4 - Management 5 - Organizational 6-Roles & 7-Roles & 8 - Management 9 - Project 10 - Project

Structure Development Practices Structure Responsibilities Responsibilities Standardization Management Office Management Office
Concepts

m Strongly Disagree Disagree Neutral Agree  wStrongly Agree

Figure 04: Respondents' perception of Organizational Best Practices (Elaborated by authors)

As with the other central themes, there was heterogeneity in the responses, however, with
more adherent aspects than the others. Regarding adherence to the literature, the topic that presented
the best performance was Management Practices, while the worst performance was Organizational
Structure and Process Development. Roles and Responsibilities and Project Management Office
were evaluated positively and negatively from different perspectives.

The management practices, despite not being integrated and being distinct between the
clusters, were considered adherent because they reach the objectives to which they were adopted,
even if individualized. However, with regard to the PMO, the respondents' perception is different.
The same does not corroborate the definitions in the literature that indicate its role in the integration
and dissemination of knowledge for the organizational project management. This position was
reinforced by Manager 1:

After the first 12 months, stakeholders began to converge on what they understand as
governance and then governance began to be planned by the PMO area. Currently, the
PMO fails to communicate the governance defined by the company's management to all
areas.

The biggest problem identified by the respondents was in the organizational structure of the
company, where everyone elucidated an identity crisis in what represents the company's core
business, directly impacting the development of its processes and delegation of responsibilities. The
aforementioned crisis was exposed by the President of the organization:

Until recently, the organization experienced an identity crisis of its real business model,
with this, the entire organization of the company was designed within an imagined model, a
model that is still being redefined, which causes there to be a corporate schizophrenia
between who we are and how we organize ourselves. This process is accentuated by the
diversity of leadership profiles hired by the company. This last element makes it difficult to
diagnose the problem, are we a transmission company, are we project developers, are we an
EPC company?
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4.3. Action proposals for the organization under study

High 4

Considering the results presented in the sections above, a series of action proposals based on
the relevant literature were established, aiming to improve the systematic adopted by the studied
company for the management of its projects. Such proposals are presented in the matrix of effort x
impact illustrated in Figure 05.

Develop a communication plan covering all levels of the
organization to expose corporate governance policies;

Develop an approach plan between the steering committee and
other employees to understand the roles and responsibilities;

Promote an integration plan between the organization's regions;
Define the business model and corporate identity;

Empower project managers so that they have a high level of
autonomy in project management;

Promote PMO engagement with all hierarchical levels of the
organization;

Develop and implement formal processes for defining strategic
planning;

Develop and implement formal processes for structuring the
portfolio and managing the expected organizational benefits,
whether strategic or operational;

Complete the process and procedures development and
implementation program mentioned by respondents for:
Governance, Portfolio and Projects;

Engage to PMO the responsibility for designing and implementing
all the processes and procedures mentioned above, as well as
consolidating the lessons learned;

Establish through the PMO the standardization of the management
of all the organization's projects among the regionals through tools,

Develop a communication plan with external stakeholders. paclices R kiowiedge thsaoeieh'

Establish a Project Organizational Structure considering the

allocation of resources over time and clear definition of roles and

= A

2 responsibilities.

o

=
Develop workshops to present the organization's strategic plan and
maintain follow-up routines; Actions of this classification were not considered
Encourage the concept of horizontal management in the
organization.

Low

Low EFFORT High

Figure 05: Matrix of effort x impact for the actions proposed to the organization studied (Elaborated by authors)

As previously stated in Section 4 of this study, the gap between what the literature advocates
and what is practiced by the organization is due to the respondents' perception regarding the
deployment of their strategy, organizational identity, lack of clarity in setting goals and in
proposing a horizon for your business.

During the analysis of the results, it was observed that the main factors that result in such
distance are: a) failure in communication between the steering committee and the other hierarchical
levels of the company in relation to the perception of organizational strategy and definition of roles
and responsibilities; b) the lack of portfolio integration in order to establish a single methodology
throughout the company; c) the identity crisis of the organization's EGP in view of its functions;
and, finally, d) absence of formal processes and procedures for managing their projects.

It is expected that, with these actions, the steering committee assumes the prominent role
given to it in decision-making and strategy preparation (Mosavi, 2014; Hermano & Martin-Cruz,
2016), in order to contribute directly to the result of projects, to engage stakeholders and influence
the realization of expected tangible and intangible benefits (Hermano & Martin-Cruz, 2016;
Martinsuo & Geraldi, 2020).
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In this regard, based on the influence of top management, it is believed in the establishment
of favourable conditions for the implementation of governance policies capable of proposing a
portfolio management system that adheres to the objectives and structure of the company under
study (Mdller et al., 2014; Miller et al., 2017; Miller et al. 2019). Consequently, the adoption of
this system tends to integrate the management of multiple projects in a coordinated manner,
including common practices and procedures (Clegg et al., 2018; Derakhshan et al., 2019). The role
of the PMO in this regard is extremely valuable in establishing unique processes, procedures, tools
and management techniques at all organizational levels, in order to establish a standardized
methodology, identified as one of the most relevant gaps by respondents. According to Bredillet et
al. (2018) and Rezende & Cordeiro (2020), the PMO is an entity with knowledge in project
management responsible for structuring, managing and implementing management best practices.

The steering committee and the PMO are the main organizational facilitators within the
company's governance structure for the success of the suggested action and improvement plan
(Muller et al., 2014; Muller et al., 2017). The actions described in Figure 05 are based on activities
guided by business communication and operational work for the development of the suggested
procedural framework. With regard to communication, it is believed that these activities can be
carried out in the short term, through the engagement of senior management and company
resources.

On the other hand, for the establishment of the entire necessary procedural framework, it is
understood that such actions are feasible in the medium and long term, given the need for additional
efforts for the development, implementation, training and maturation of a unique methodology that
will affect the structural and cultural aspects of the organization. Therefore, it is expected that the
gaps identified by the respondents are filled with all or most of the proposed organizational
improvement actions given the latent demands for the fulfilment of the strategy.

5. CONCLUSION

This research had as objective to carry out an empirical investigation in an organization of
the electric sector, in order to know how 03 key elements related to the accomplishment of the
objectives and the good functioning of the project management according to Mdller et al. (2019) —
Project Governance, Project Portfolio and Best Practices — considering the problems mentioned in
Section 1 of this paper. This investigation was carried out through the application of a questionnaire
with 18 respondents who made up the staff of the organization under study, have significant
qualifications and played relevant roles in managing the project portfolio. They were divided into
groups according to their function and field of action.

The instrument was built based on the literature, specifically relevant works on the 03
central themes, aiming to investigate the perception of each respondent regarding the main concepts
identified. Although the answers were heterogeneous in form, it was possible to consolidate them
through the use of descriptive statistics and combined qualitative techniques to assess the degree of
adherence of the company.

In the discussion of the results, there was a considerable gap between what the literature
advocates and what is perceived by the survey respondents as set out in Section 4. Specifically, the
main issues of withdrawal are the functions of the PMO, the organizational identity crisis and the
role of senior management in materializing the strategy. These points were presented by
respondents as the crucial elements that triggered the other problems listed.

At the end of the discussion, actions for the company were presented based on what the
literature recommends in the form of a matrix of effort x impact, classified according to their
relevance, in order to provide improvements in the means by which the company managed its
projects in view of the respondents' perception.
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The present study is limited to verifying the relationship of the key concepts in project
management, as mentioned above, of only one organization in the electricity sector. Therefore, only
the organization's employees compose the respondent framework, guiding a perception of a single
organizational context.

Considering the above mentioned, for future studies, it is suggested that similar research be
carried out in other organizations in the same sector or different sectors, in order to identify possible
divergences or convergences between organizations or sectors. In addition to the above, it is
recommended to increase the procedural framework listed in Figure 5 to allow for a future analysis
of the company's project management approach, given the divergences identified by the respondents
when confronted with the specialized literature.

Finally, it is possible to conclude that the general objective of this study was achieved,
considering the analysis of the organization's adherence to what is recommended in the literature
through the participation of its key collaborators and the aforementioned proposed actions.
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