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ABSTRACT

Objective: Propose a process that consolidates adaptive project management practices
associated with the phase of preparing online Master's and PhD programs proposals for entry
at Brazilian national graduate system (SNPG).

Approach: The method adopted was the case study, in which seven experts with experience
in coordinating and submitting projects for new programs were interviewed. Content analysis
was performed by data tabulation.

Relevance: Adaptive practices can facilitate the coordination of graduate programs in the
process of entering new online programs, which would lead to the reduction of regional
asymmetries found in the offer and evaluation of programs.

Main results: From the analyzes performed, adaptive project management practices and 9
management assumptions were extracted, which were grouped into the categories ™
Postgraduate Management”, " CAPES evaluation system concerning online offer”, “Online
Postgraduate Education”, and "Adaptive project management practices”, inducing the
proposed process.

Theoretical contribution: The study presents the association of the practical process of
preparing and submitting proposals for new programs to administration and strategies
concepts and to adaptive project management practices.

Contribution to management: The proposed process mainly contributes indicating adaptive
project management practices to be applied during the phase of online Master's and PhD
programs proposals for entry at Brazilian national graduate system (SNPG).

Keywords — Postgraduate Strategic Management; Adaptive Project Management Practices;
Master and PhD; Online programs.

RESUMO

Objetivo do Estudo: Propor um processo que consolide praticas adaptativas de
gerenciamento de projetos associadas as etapas da fase de elaboracdo de propostas de entrada
de novos cursos de Mestrado e Doutorado a distancia no SNPG.

Abordagem: O metodo adotado foi o estudo de caso, em que foram entrevistados sete
especialistas com experiéncia em coordenacdo e submissdo de projetos de novos programas
on-line. A anélise de conteddo foi realizada por tabulacéo dos dados.

Relevancia: As praticas adaptativas podem facilitar as coordenacbes de PPGs no processo de
entrada de novos programas a distancia, o que levaria a reducdo das assimetrias regionais
encontradas na oferta e avaliacdo de programas.
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Principais resultados: Das andlises realizadas, foram extraidas préticas adaptativas de
gerenciamento de projetos e 9 premissas de gestdo que foram agrupadas nas categorias
“Gestao da pos-graduagdo”, “Sistema de avaliagdo da CAPES referente a oferta online”,
“Educagdo pds-graduada on-line”, e “Praticas adaptativas de gerenciamento de projetos”, o
que induziu 0 processo proposto.

Contribuicéo tedrica: O estudo apresenta a associacdo do processo pratico de elaboracédo e
submissdo de propostas de novos cursos aos conceitos de administracdo e estratégia e as
praticas adaptativas de gerenciamento de projetos.

Contribuicdo para a gestdo: O processo proposto contribui com a indicacdo de préaticas
adaptativas de gerenciamento de projetos que podem ser aplicadas durante a fase de
elaboracdo de propostas de entrada de novos cursos de Mestrado e Doutorado a distancia no
SNPG.

Palavras-chave — Gestdo Estratégica da Pds-graduacdo; Praticas Adaptativas de
Gerenciamento de Projetos; Mestrado e Doutorado; Cursos On-line.

RESUMEN

Objetivo: Proponer un proceso que consolide las practicas adaptativas de gestion de
proyectos asociadas a las etapas de la fase de elaboracion de propuestas para el ingreso de
nuevos programas de Master y Doctorado a distancia en el sistema brasilefio de posgrados
(SNPG).

Enfoque: EI método adoptado fue el estudio de caso, en el que se entrevisto a siete expertos
con experiencia en la coordinacion y presentacion de proyectos para nuevos programas. El
analisis de contenido se realizo6 por tabulacion de datos.

Relevancia: Las practicas adaptativas pueden facilitar la coordinacion de los Programas de
Postgrado en el proceso de ingreso en programas a distancia, lo que conduciria a la reduccion
de las asimetrias regionales encontradas en la oferta y evaluacion de programas.

Principales resultados: De los analisis realizados se extrajeron practicas de gestion
adaptativa de proyectos y 9 supuestos de gestion, que se agruparon en las categorias "Gestion
de posgrado", "Sistema CAPES de evaluacién de posgrado en linea", "Ensefianza en linea" e
"Préacticas adaptativas de gestion de proyectos”, lo que indujo el proceso propuesto.

Contribucién tedrica: El estudio presenta la asociacion del proceso practico de preparacion y
presentacion de propuestas de nuevos programas a el concepto de administracion y estrategia
y a las practicas adaptativas de gestién de proyectos.

Contribuciéon de gestion: El proceso propuesto contribuye a la indicacion de préacticas
adaptativas de gestion de proyectos que se pueden aplicar durante la fase de preparacion de
propuestas para el ingreso de nuevos Masteres y Doctorados a distancia en el sistema
brasilefio de posgrados (SNPG).
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Palabras clave — Gestion Estratégica de Estudios de Posgrado; Practicas Adaptativas de
Gestion de Proyectos; Master y Doctorado; Cursos en linea.

1. INTRODUCTION

High Education Institutions (HEISs), in general, are under institutional pressure through
the ranking systems that have been established worldwide as a form of evaluation (McKee,
Mills, & Weatherbee, 2005; Scafuto, Backes, & Maccari, 2017). This institutional pressure
forces HEIs to concentrate their interest of offer graduate programs in the South and
Southeast Brazilian richest regions, making an asymmetrical distribution into Brazilian
national graduate system (SNPG) (Andrade, Oliveira, Maccari, & Hollnagel, 2018; CAPES,
2014; Tourinho & Bastos, 2010). To reduce asymmetries between regions, some efforts have
been undertaken by the Brazilian government and the Coordinating Agency for the
improvement of graduate personnel (CAPES Foundation), Brazilian federal government
agency under the Ministry of Education (CAPES, 2011).

To externalize this, CAPES Foundation periodically published the Brazilian national
graduate plan (PNPG) in which there were five axes of actions. The first one axe of actions
was written as a purpose of expansion of the SNPG in strategic fields of knowledge, seeking
to reduce regional asymmetries in the country. To achieve in needed regions with Master's
and PhD programs, CAPES Foundation elaborate some actions, such as Acelera Amazo6nia,
DINTER Novas Fronteiras, and others (CAPES, 2011), as strategy to increase the reach of
graduate education in those regions (Pardim & Maccari, 2014; Abrami, Bernard, Bures,
Borokhovski, & Tamin, 2011).

Even though the SNPG presented an increase of 25% offer of Master's and PhD
programs during 2010-2012, the leaders of collegiate of fields” knowledges observed that the
strategies implemented by CAPES Foundation was not effective, once asymmetries between
rich regions and in needed regions was increasing (CAPES, 2013). In the next four-year
evaluation of the SNPG carried out by CAPES Foundation, during 2013-2016, it became
clearer that the asymmetries were continuing to increase (CAPES, 2018). It appears that
isomorphism in HEIs has increased, when institutions start to act in the same way as the ones
that are well evaluated (Scafuto et al., 2017).

To contribute to solve this condition, a taskforce was organized to discuss the
implementation of a online educational process despite geographic distance of HEIs (CAPES,
Revista Gestdo & Tecnologia, Pedro Leopoldo, v. 21, n.4, p. 07-32, out./dez.2021
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2018). As result of this work, in April 2019, the CAPES Foundation published the Act
Portaria n. 90, which provides regulation to Master's and PhD programs offer based on online
education (CAPES, 2019g), as one of the actions focused on reducing asymmetries in Brazil,
starting a new phase at SNPG. This regulation has been updated with the standardization of
the submission of proposals in the distance modality, that provides the way these programs
will be evaluated and how their teaching and support teams should be composed (CAPES,
20199).

The use of online education in postgraduate programs is in its initial implementation
phase in Brazil. Until 2018, the implementation of the online education was considered
complex because the regulation was not enough (Costa, Fofonca, & Sartori, 2018). And
CAPES' four-year evaluation system is a managerial tool used to identify which regions need
more attention in encouraging the creation of new programs or improving existing ones
(Mezzaroba & Maccari, 2017). Because of the lack of standards for submitting proposals of
online Master's and PhD programs, HEIs rely on international models (Bussler, Hsu,
Storopoli, & Maccari, 2019). However, these models are not created and operated along the
lines of new CAPES' evaluation system criteria for online Master's and PhD programs
(CAPES, 2019d).

The knowledge of the professors and coordinators, combined with pedagogical
practices, are not enough to meet the strategic expectations of HEIs and project management
can contribute to the strategic management of these institutions (Austin, Browne, Haas,
Kenyatta, & Zulueta, 2013). Understanding that each program has its identity, being able to
aim to achieve different objectives and meet different types of postgraduate students, that a
deadline must be respected for the whole process to happen, and that these possible new
programs will depend on resources and investment, the proposal for new online programs
could be characterized as a project. This is because each program has unique objectives and
characteristics that have to match the deadline approval at evaluation of new programs
proposals CAPES process (APCN), witch reinforce the understanding that the preparation of
the new online program's proposal — pre-approval APCN phase, could be consider as a
project, as conceptualized by PMI® (2021), Carvalho & Rabechini (2018), and Kerzner
(2017).
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Studies on project management practices have presented results that show that the
performance of a project goes beyond efficiency until its completion but is connected to the
benefits left by it after its delivery and results (Badewi, 2015; Gorod, Hallo, & Nguyen,
2018), which meets CAPES' concern (CAPES, 2018). As exposed by Shenhar & Dvir (2007),
observing the five dimensions of success of projects, only one of them is related to efficiency.
Thus, the success of projects from this point of view corroborates with the vision of CAPES
(2018) and the objectives of Master's and PhD programs. To achieve the success, Shenhar &
Dvir (2007) recommend adaptive project management practices as a flexible condition to
increase success during and after project’s results, what can be a good strategy to overcome
the new approval process and entry the program in the SNPG (CAPES, 2019a; Desafios da
Educacéo, 2019; 2021).

Understanding that these project’s results can contribute to the economic development
of certain regions in Brazil (Paik, 2018) and considering that the phase of preparation of the
new online postgraduate program's proposal as a project aiming to achieve the strategic
objective of HEIs, we conduct a qualitative case study to propose a process that consolidates
adaptive project management practices associated with the phase of preparing online Master's

and PhD programs proposals for entry at Brazilian national graduate system (SNPG).

2. THEORETICAL BACKGROUND
2.1. CAPES Evaluation System and online Postgraduate Demand

Since 2018 CAPES Foundation improve its evaluation process with a new assessment
form, comprising three grand topics: Master's and PhD programs proposals, process’
formation, and its impact on society (CAPES, 2019d). This form has been used in the 2021
four-year assessment process and assessed the programs in 2017-2020 quadrennium period
and is characterized by measuring the quality of programs in five dimensions: a) teaching and
learning; b) internationalization, c) scientific production, d) innovation and knowledge
transfer; e) economic and social impact and relevance. In addition, the new form assesses the
mission of the program and the process’ formation of graduate students (CAPES, 2019m).
The three dimensions established by CAPES are distributed representing 33.33% each,
leaving an equal weight in the assessment (CAPES, 2021c).

The entry of new postgraduate programs in SNPG is carried out through the approval

process of APCN, following the evaluation guidelines regulated by CAPES Foundation,
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which include online Master's and PhD programs proposals into process. Figure 1 resumes the
CAPES Foundation evaluation process to entry in SNPG (CAPES, 2019e; CAPES, 2019g;
CAPES, 2020b; CAPES, 2021b).

ENTRY
PROCESS

Preparation

of the new
online

Proposal
and
Submission

Recognition and
Approval

Assessment

A

program's
proposal

Request
acepted?

Request
Reconsideration

Figure 1. CAPES entry process to access SNPG.
Source: Authors.

In the CAPES entry process, to achieve recognition and approval and offer Master’s
and PhD program, in any modality of delivery, HEIs necessarily need to have its proposal
evaluating based on items criteria. Even these criteria were updated (CAPES, 2021c), they
were not adapted to the new online phase of SNPG, as exposed by the Acts Portaria n.
90/2019, regulating postgraduate online educations, and Portaria n. 02/2021, regulating the
structure and support operations poles of the online Master’s and PhD program (CAPES,
2019g; CAPES, 2021a).

Despite the innovative character of online postgraduate offer in SNPG, the entry
process does not change. It is clear because the programs’ objective must be the same,
regardless of the deliver modality (Pardim & Maccari, 2014). In addition, other pedagogical
challenges must be considered in this evaluation process, as professionals’ expertise in online
education, technological infrastructure delivery, instructional design, diagramming content,
web programming and audiovisual specialist (Alves, 2016). According to Storopoli (2016),

some factors influence online education successful: teaching competence, teaching attitude,
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collaboration, platform support, expectation of learning, flexibility, quality, relevance, ease of
use, diversity of content and activities and satisfaction.

To construct scenarios for online postgraduate delivery, the research community have
to consider an evolution of teaching methods, e-learning interaction, and blended learning
environment, combining technological approaches, collaborative relationships, effective tools,
students' attitude, creation of cognitive and social environment, learning objectives,
development of competences and content factors related to delivery and learning. It is also be
noted that the student behavior and the need for goals are premises for the teaching-learning

process to be considered effective (Bussler et al., 2019).

2.2. Strategic Management of HEIs

In general, the management of postgraduate programs is carried out by professors who
are dedicated to education practices and, as a result, tend not to use managerial technigues in
their routine. As observed by Austin et al. (2013), the adoption of a management model can
contribute to the management of programs in strategic administration of HEIs. In order to
solve this problem, Maccari, Almeida, Riccio, and Alejandro (2014) developed a Postgraduate
Management Model, in which a program could be managed as a strategic managerial element
that adopt management tools to achieve goals. It is noteworthy that this model was developed
from the comparison between CAPES evaluation criteria and the North American evaluation
system (Maccari, Almeida, Nishimura, & Rodrigues, 2009). Over time CAPES Foundation
has coming updated its assessment form and HEIs continuing updating strategies to achieve
its goals, what reinforces the CAPES Foundation influencing on HEIs strategic management
decisions and consequently on educational projects (Teixeira, Maccari, & Martins, 2016).

In the model, the students are highlight that goes through all management elements,
becoming an egress who carries with her/him the link with HEIs obtaining the title of master
or doctor and, still, is the high-level professional who impacts society (Maccari et al., 2014).
This characteristic is in line with what CAPES proposes, in having professionals who promote
regional, national, and international economic development (CAPES, 2019d). Over time
CAPES has coming updated its assessment form and HEIs continuing updating its strategies
to achieve goals, what reinforces the CAPES influencing on HEIs strategic management

decisions and consequently on educational projects (Teixeira, Maccari, & Martins, 2016).
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2.3. Adaptive Project Management Practices

Considering the strategic link of project (Shenhar, MiloSevi¢, Dvir, & Thambhain,
2007) and the appropriate contingency conditions, Shenhar & Dvir (2007) state that it is
possible to combine management practices for each project. For the authors, this statement
was placed because the projects may be different when compared and, therefore, the way of
managing them should not always be the same all time. This adaptive management become
accepted by project management professionals and by global market, as exposed by Kerzner
(2017) and Carvalho and Rabechini (2018).

Over time, studies have presented other models, understanding that the success of
projects depends not only on efficiency and effectiveness, but also on the benefits they leave
after they are completed (Chih & Zwikael, 2015). PMBoK® guide seventh edition (PMI®,
2021) consolidate that project life cycle can be predictive or adaptive in a contingency way.
According to the guide, predictive cycles, known as waterfall, are the classic ones, and
adaptive cycles can be iterative, incremental, or agile, as requirements are elaborated from
time to time. And, as pointed out by Szreder, Walentynowicz, and Sycz (2019), adaptive
project approach serves to eliminate the disadvantages and take advantage of traditional and
agile project management.

Shenhar & Dvir (2007) do not suggest that the traditional approach should be
eliminated. They claim that the adaptive approach is built on it, as many elements of
traditional project management remain essential. In this sense, project management practices
are an activity that uses one or more techniques and tools to perform (Eder, Conforto,
Schnetzler, Amaral, & Silva, 2012). The appropriate combination of management methods
indicates maturity and competence, and the analysis of each project can result in the adoption
of different managerial practices, or even in the combination between them (Jugdev, Perkins,
Fortune, White, & Walker, 2013).

However, it is difficult to differentiate classic practices from agile practices and assess
the effectiveness of agile methodologies since their practices are flexible, making it difficult
to map the practices used in these methodologies. Organizing a simple list of managerial
practice elements, Eder, Conforto, Amaral, and Silva (2015) elaborate a list of project
management practices, grouped in activity, techniques, and tools, identifying in which

approach (source) they could be used (see Table 1).
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Table 1
Elements of project management practices list.
Actions Source Techniques Source
Adding detail to user stories sooner Agile Planning poker Agile
Ask for a time commitment Agile Adjustment of advances and waits Classic
Collect requirements Classic Analysis of alternatives Classic
Control scope Classic Product analysis Classic
Control the project plan Both Reserve analysis Classic
Control scope changes Agile Performance analysis Classic
Project charter Agile Decision tree Classic
Identify the work required for the project Both Balanced scorecard Both
Statement of work Both Business problem definition Classic
Define tasks Classic Case point estimates Agile
Define project scope Both Chartering Classic
Develop the schedule Classic Schedule compression Classic
Determine/Estimating target velocity Agile Delphi Technique Classic
Estimate duration of tasks Both Group dynamic Classic
Estimate activity resources Both Duration and total work effort Classic
Identify and dimension gaps Agile Earned Value Analysis Classic
Finalize the project plan Classic Interview Classic
Prioritize requirements Agile Estimate by comparison Agile
Prioritize the work needed Agile Parametric estimation Classic
Sequence activities Classic Bill of Material Agile
Measure complexity Agile Experiments Agile
Check scope Classic Feature cards Agile
Define product scope Classic Analogous Estimate Classic
Inspection/Observation Classic
Tools Source Critical Path Me_thod Class!c
Event on node diagram Classic
Slide show Both Model/Template Classic
Minute of meeting Both Resource leveling Classic
Database Classic Expert opinion/Workshop Classic
Sticky notes Both Waterfall planning Both
Poster Both Product Backlog Agile
Checklist Both Program Evaluation and Review Technique Classic
Contract Classic Meetings Both
Drawing/Sketch Both Simulation Classic
Diagram/Graphic presentation/Graph Both Stoplight reports Classic
Itineraries Both Three-point estimation technique Classic
Email Both Group Creativity Techniques Classic
List Both Customer Focus Groups Agile
Manual of quality Classic Daily Scrum Meeting Agile
Mockups Agile Product architecture Agile
Mental models/Mandala/Process maps Both Product feature list Agile
Models/Prototypes/Templates Both Product Vision Box Agile
Worksheet/Table Both Project Data Sheet Agile
Board/Mural Both
Report Classic
Quiz Both
Project management software Both
Fonte: Adapted from Eder, Conforto, Amaral, and Silva (2015).
Note: Free translation.
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2.4. Conceptual Model

The entry process for a new program at SNPG flows as Figure 1 (CAPES, 2021b;
CAPES, 2019e), and, for all operationalization of the Master’s and PhD program, including
online delivery, the successful must be guided by regulations and HEI strategy (Maccari et al.,
2014). To achieving the “approval goal”, HEIs could use managerial tools as project
management practices, due to analogous features between the preparation of the new online
program's proposal and a project (PMI®, 2021; Carvalho & Rabechini, 2018; Kerzner, 2017)

and its dimensions of success (Shenhar & Dvir, 2007). Figure 2 shows the study model.

|/ CAPES evaluation system

| (CAPES, 2021b: CAPES 2019¢)
| and

| Postgraduate Management Model
l (Maccari ef al., 2014)

(Pardim & Maccari, 2014)
and
Combined learning environment
(Bussler ef al., 2019)

I

| Adaptive PM Practices

| (PMI®, 2021; Kerzner, 2017;
|
|

|/ Expertise in online education
I
I
: Eder ef al.. 2015)

—— ————

Educational Project

program proposal

~ >

Approval Entry Process
(CAPES. 2021b: CAPES 2019¢)
and
Project Success
(Shenhar & Dvir, 2007)

Figure 2. Conceptual Study Model.
Source: Authors.

[P]‘epa]‘ation of the new online Master’s and PhD}

Summarizing, this conceptual study model considers that the success of educational
project, based on elaboration phase of online Master’s and PhD proposal program, depends on
CAPES assessment criteria. Even not clear, other elements based on online education
complement these assessment criteria. Considering future updates as a contingency (Shenrar
& Dvir, 2007), we suggest an adaptive project management practices approach in cases that
HEIs are intended to apply for a new online postgraduate program, based on the simplified list
of project management practices showed in Table 1, as already proposed by Azevedo,

Maccari, and Asgary (2021) in its case study. In this sense, the coordinator of educational
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project can generate make a list choice that better fit to the processes for preparation of a new
online Master's and PhD program proposal. The objective is to loosen the flow of the model,
so that it is adjusted as the market acquires maturity in the offer and evaluation of online

programs (Maccari et al., 2014).

3. APPROACH

This work was developed based on a qualitative approach and made use of collective
techniques, data registration and analysis and interpretation of data on a positivist basis and a
methodological structure as indicated by Creswell & Creswell (2017). We chose the
descriptive case study as method approach considering, first the unique event characterized
for the preparation of new online Master’s and PhD proposals pre APCN approval process,
second based on its contemporary status of phenomenon with few possibilities of
environmental control, following the logic proposed by Yin (2014). Therefore, it is up to
researchers see the phenomenon inductively by applying a well-structured process of in-depth
analysis, which allows the logic of replicability leading success (results and benefits) to HEIs
into CAPES Foundation APCN approval process.

In order to understanding the phenomenon, we define the “preparation of new online
program's proposal” CAPES Foundation pre phase event as the unit of analysis. In this sense,
we carried out a single case study under this event based on seven experts’ experiences in

pass proposal’s preparation of Master’s and PhD onsite programs, as resumed in Table 2.

Table 2
Research process sequence
Step Method Output
1 Data collection Seven experts interviews.
2" Data analysis Content analysis by data tabulation.
3" Results Results, Discussion and Interpretation.

Source: Authors.

All documents, the protocol used in this research and the semi structured questions are
available at follow shared link.
https://drive.google.com/drive/folders/100mcPbZdQ-mbrFKj9QkHWsg9bb-

g7 wb6?usp=sharing
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3.1. Data collection

Main data was collected based on interviewees, defined considering their experiences
in the APCN approval process and in coordinating and lecturing in postgraduate programs in
public and private HEIs. Thus, the selected interviewees met at least one of the following
requirements: a) being a graduate management researcher and professor; b) being a researcher
and professor in online education; c) being a graduate coordinator or professor who has
experienced a submitting proposal for new onsite programs. In total, seven experts were
interviewed, and all had experienced an APCN process approval with success in a public or a
private HEI, at least twice, either as professor or as coordinator. Table 3 resumes the

characteristics of interviews.

Table 3
Interviewees experiences

Research on

Professor’s Coordinator’s Research on
Experts time (y) time (y) APNC Proposal Postgraduate Online (EXP)
(EXP)
1 21 15 Y Y Y
2 8 4 Y N N
3 28 7 Y Y N
4 15 8 Y N N
5 10 4 Y Y N
6 11 9 Y N N
7 11 9 Y Y N

Source: Authors.

All interviews took place without time limitation, allowing the researcher to deepen
some questions with some experts, according to the need and permissiveness established in
the research protocol. All took place without major interruptions or interference and the audio
transmission via the internet did not compromise the understanding of the questions and

anNSWers.

3.2. Data analysis

Interviews data collected were transcribed for tabulation analysis in order to codify
answers, as content analysis. These spreadsheets in which respondents' answers were
organized were tabulated separately, allowing a good discussion throughout four
codifications: Postgraduate Management; CAPES evaluation system concerning online offer;
Online Postgraduate Education; and Adaptive project management practices.
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The purpose of this analysis is to confront, reinforce, complement the respondents’
answers from their points of view. A filter was applied on the practices proposed by Eder et
al. (2015) to gather project management practices, rising from interviews appropriated
actions, techniques, and tools that could be applied for the preparation of the new online
program's proposal phase in APCN preapproval process. As it is an adaptive approach, it is
not addressed the origin of each element (whether agile, classic or both), since, following the
observations of Shenhar and Dvir (2007) and Szreder et al. (2019), the value of adaptive

practices is in the combination between them, according to the characteristics of each project.

4. RESULTS

This topic presents the analysis of the data obtained. At the end of each item, an
analysis of the problems identified by the experts was made. Such problems were considered
into proposed process that was merged with project management practices, as an adaptive

view.

4.1. Postgraduate Management

Experts were asked what the motivation for creating new programs are. The experts
cited society's demand, CAPES objectives, IES strategic planning, internal research, demand
for science, demand from the rectory, and team demand. The answers obtained are related to
our conceptual model, since the needs of society, which are represented by the internal public
of the HEI, are highlighted in the model by Maccari, Almeida, Riccio, & Alejandro (2014)
and CAPES regulation. The first assumption was stated: Al. Society demands and needs of
the internal public must be aligned with the objectives and rules of CAPES and structured in
IES processes.

When asked about stakeholders, ESP03, ESP05, and ESPO7 cite only the faculty
involved. Experts ESP02 and ESP06 talk about the interest of graduates and companies that
are interested in these professionals. ESPO1 also highlights the role of recommendation from
the local government, professional councils and other areas related to the program. On
stakeholder analysis, there is evidence that experts do not have a consensus. Based on the
second assumption: A2. List the stakeholders and consult with them during the program
development project is necessary to justify the need for the program.
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The specialists said that the profile of the graduate is drawn, that is, how it is expected
that graduate students will be part of the labor market at the end of the program. Then comes
the third assumption of this work: A3. The profile of the graduate leads the process of
defining the program vision, which, being well defined, the objectives of the program will

adjust depending on the possible combination of the research lines of faculty.

4.2. CAPES evaluation system concerning online offer

Regarding the guidelines proposed by CAPES, most said they did not master these
rules. Still, he adds that the difficulty would be in the preparation of professors. ESP05 and
ESPO7 find the guidelines still insufficient. Based on what has been analyzed on this topic, the
CAPES guidelines, whether in their evaluation form, the APCN form or in the legislation, the
HEI managers seek ways to circumvent this lack of parameters. The interviewees pointed out
that it is essential that the HEI provides a good technological structure. ESP03 highlights that
the teaching platform must be available to the student 24 hours a day. The fourth assumption
is: A4. Evaluating and guaranteeing uninterrupted technological infrastructure is an

assumption in creating a program.

4.3. Online Postgraduate Education

The experts' answers satisfied the researcher's objectives in identifying the difficulties
faced by the experts and what solutions they found. The answers obtained were related to
differences between the face-to-face and online programs, and not the differences in the
creation process. This demonstrates that professionals are concerned with the scope of the
product, which contains the requirements of the programs they will deliver (PMI®, 2017;
Kerzner, 2017).

ESPO1 speaks of the need to design a good material and the training of professors,
once the professors are training themselves and, therefore, leaving up to 4 professionals in
charge of the project reduces the chance of making mistakes. ESP02 agrees with ESPOL,
while ESP04 mentions only the need to seek information about other institutions in Brazil or
abroad.

For ESP0O3 and ESP05 point about the need of HEI infrastructure for interactivity.
ESPO5 points out the need to have a methodology, well-established teaching-learning

processes. Regarding operationalization, ESP02 emphasized administrative issues, such as
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secretary and student service, while ESP06 highlights the importance of tutoring.
Assumptions 5 and 6 were, then, stated: A5. Check the technological infrastructure of the
HEI. A6. Check and plan document management.

The experts answered about performance of other professionals. Only ESP04 did not
identify the need for other professionals in the process. ESP06 stressed the importance of a
tutor. An IT professional was mentioned by all the other experts. Experts ESP01, ESP02,
ESP03 and ESPO7 talked about the need for an instructional designer on the team. ESPO3 also
mentioned the need for professionals in the areas of communication, library, and teaching
platforms. The analysis generated the 7" and 8™ assumptions. A7. IT professionals must
participate in the creation of the program. AS8. Specialists in the teaching platform,
communication professionals, tutors and librarians can be part of the creation of the program.

4.4. Adaptive project management practices

When asked about the use of management practices in the creation of new programs,
ESPO1 said it uses only the resource-based view (RVB). ESP02 claims not to follow any
practice, as it relies only on past experiences and the database of research done with its
students. For ESP03, management practice is to follow the APCN submission instructions.
ESP04 understands that to use the postgraduate management model is to have it as a
managerial practice. ESP05 and ESP07 say they do not know which practices they use and
whether they use practices. For ESP06, the managerial practice they use is the collection of
data in the research of interest with the students of the HEI.

Faced with unclear answers, we asked specific questions for each practice, so that this
could be perceived in the discourse of the specialists used in the creation process in which
they participated. Objective questions were asked when the researcher asked specifically
about each project management practice from the list of practices by Eder et al. (2015). The
experts answered whether it was used or not, justifying their decisions.

Indirect statements were also considered, and ESP02 said they did not carry out risk
analysis. Despite that, their group analyzes the market, identifies the strengths and weaknesses
of the HEI and the team, and this analysis is done in several instances. In this case, this work
considered that as risk analysis. It is noted that meetings are a technique used by all the

interviewees.
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Unanimously, Meetings are also used for this purpose, which reinforces the evidence

that the need to control tasks during the project exists, but each one finds a way to deal with it.

Answers show that the specialists try, each in their own way, to carry out the activities. With

this, the nineth assumption is formulated: A9. Adaptive project practices should be used when

creating the online Master’s and PhD programs.

The resume of all assumptions raised and their respective impact on the proposed

process are shown in Table 4.

Table 4.

Association between assumptions, process flow, and adaptive PM practices

Assumptions

Proposed process flow

Adaptive PM Practices

based on (CAPES 2021b; CAPES, 2019e; Maccari, (PMI®, 2021; Kerzner, 2017;
the Almeida, Riccio, & Alejandro, 2014; Eder et al., 2015)
analysis Shenhar & Dvir, 2007)

Al 1. Market Research Activities: collect requirements,
problem/opportunity
statement

A2 1. Market Research Technique: group dynamics

6. Group Dynamics on DE Technique: meeting
7. Meeting with instructional designers and IT
professionals
A3 2. Resources Analysis meeting and definition of Technique: meeting
the graduates’ profile and program objective
8. Program outline with post-it Tool: self-adhesive cards

A4 7. Meeting with instructional designers and IT Technique: meeting

professionals

A5 2. Resources Analysis meeting and definition of Activity: identify the work

the graduates’ profile and program objective

required for the project

Technique: meeting
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A6 5. Presentation of instructions to team members Technique: meeting

A7 7. Meeting with instructional designers and IT Technique: meeting
professionals

A8 7. Meeting with instructional designers and IT Technique: meeting
professionals

A9 3. Risk analysis Activity: risk analysis
4. Presentation of the project to all the Technique: meeting
professors

9. Presentation of the project

10. Presentation to the rectory

Source: Authors.

The practices 4, 9 and 10 of the proposed process were not generated by any specific
assumption but emerged during the interview with the experts in as practices needed after
some phases of the project of creation. These are presentation meetings, either for the team at
the beginning of the project or for approval with the rectory.

Addressing the process of creating new programs, the question sought to know
whether the specialists use any management model, formal or informal. In the 7 responses, 5
different models were raised, formal and informal.

The team's experience is widely used. ESP02, ESP03, ESP04 and ESP07 use formal
and informal forms. Maccari’s Model (2008) was used formally by three specialists: ESPO1,
ESP04 and ESPO05, using it combined with the APCN file, with the team's experience and
with the CAPES’ Area Document.

5. ADAPTIVE PROJECT MANAGEMENT PRACTICES

The process proposed in this paper was elaborated based on the assumptions
presented. The assumptions from the category ‘Postgraduate Management’ are related to the
purpose of the Master’s and PhD online programs. The interest of the society (Al) is reflected
in 1. Market research. In the process, this step is before the beginning of the project itself.

Regarding the stakeholders, A2 states that they need to be consulted during the project,
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reflecting in 1. Market research 6. Group dynamics on distance education and 7. Meeting with
instructional designers and IT professionals (step 1 related to the external stakeholders and the
6" and 7" to the internal ones.

From the category ‘CAPES evaluation system concerning online education’ emerged
the assumption A4 (evaluating and guaranteeing uninterrupted technological infrastructure is
an assumption in creating an online Master’s and PhD program), despite of being a technical
issue, when working in a multidisciplinary team, the requirements must be addressed to a
department. In the process proposed in this paper, A4 appears in the step 7, meeting with
instructional designers and IT professionals. At that point, all the technical requirements
expressed by the interviewees should be addressed to the IT professional assigned.

The category that generated the most assumptions (4 in total), is ‘Online Postgraduate
Education’. Two of them (A5. Check the technological infrastructure of the HEI and A6.
Check the plan document management). Differently from the A4, this technological
infrastructure appears at the beginning of the process, because it is related to the minimal
requirements that a Master’s or PhD online program must have to submit the proposal. For
that reason, they are reflected in the process in the steps 2 (resources analysis meeting and
definition of the graduates’ profile and program objective) and 5 (presentation of instructions
to team members), respectively. Assumptions A7 and A8 are related, respectively, to IT
members of the team and to multidisciplinary areas such as communication, tutors, and
librarians. They are in the model in step 7 (meeting with instructional designers and IT
professionals. However, they are not in the title of the step because the professionals involved
in A9 act as a support for the instructional designers and IT members. Our main result was

embodied in the proposed process (Figure 3).
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Regarding the Adaptive project management practices, A9 (Adaptive project practices

should be used when creating the program) emerged. Despite being the purpose of the process

proposed in this paper, we see that it reflects on a project management practice that is used

informally by the experts, what lead us to include in the process, that is the risk management.

The other practices that A9 may include were already inserted in the model due to the other
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assumptions. Finally, the subjective matter of this assumption justifies the existence of this
work.

As shown in Figure 3, the process we propose with this work give the steps that should
be followed during the elaboration of the proposal of a new Master’'s and PhD online
program. In addition, it gives the user the possibility of carry out the project with the
specificities that belong to their projects. That is because we follow the understanding and the
guidelines brought by Shenhar & Dvir (2007) that the use of the adaptive project management
practices allows the professionals to decide the best practice depending on the features of each
project. In that way, our process is a flow of steps in which each step can be used by HEIs

coordinators in a wide range of possibilities.

6. CONCLUSIONS

The behavior of developing Master's and PhD online programs with a structure
practically identical to others is not possible to be replicated with online postgraduate
programs, since there are no online programs offered in Brazil. It remains for the
professionals who propose or wish to develop them, to depend only on the guidelines,
including the legal and regulatory provisions, and on the CAPES evaluation form, whose
criteria are in transition.

Based on complete data analysis and interpretations, we observed a real necessity of
managerial adaptive practices adoption during the preapproval preparation of new online
Master’s and PhD programs, as already exposed by Pardim and Maccari (2014). Once these
preapproval phase needs to lead to success and this phase could be considered as a project, we

suggest the follow proposition:

P1 Adopt adaptive project management practices in the new Master’s and PhD online
program proposals phase can improve chances to achieve the approval by CAPES assessment

process to entry in Brazilian national graduate system (SNPG).

To contribute to HEIs professionals in the approval for the submissions of proposals of
new online Master’s and PhD programs, this work aimed to propose an adaptive project
management process that contributes to the CAPES Foundation entry process on the SNPG,

as analogous study proposed by Nery (2019). To this end, the conceptual model was
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developed, based on studies in postgraduate management, online education, and project
management practices, demonstrating that the execution of the work achieved the research
objective.

The evaluation of the process depends on its application in the creation of a Maser’s
and PhD online program in Brazilian HEIs. This process would take about 8 months,
combined with CAPES' assessment time for approval. Also, if the program were approved, a
four-year cycle would be needed to verify that the program has achieved long-term success
(benefits), as exposed by Chih and Zwikael (2015) and by Badewi (2015). In the future, after
monitoring the performance of new online Master’s and PhD programs authorized, it will be
possible to improve the proposed process to outcome good results in the next CAPES' four-
year evaluation system (2021-2024).

Yet, we suggest that this proposed process can contribute to HEIs coordinators and
administrators who are interested in submitting a new proposal of online Master’s and PhD

program, becoming pioneers in a market that is in its initial phase in Brazil.
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