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qualitative approach, with a descriptive and exploratory objective, and the use of a survey. The
research was conducted by sending the survey to Brazilian public ports. The results show that
the Brazilian ports use only a few budgeting practices. Among the main features identified in
the study there are the lack of alignment between the budgeting and strategic planning and of
the internal evaluation of the results and the partial application of control mechanisms. These
characteristics show that Brazilian public ports have opportunities for improvement in different
budgeting practices.
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RESUMO

0 orcamento € um dos sistemas de planejamento e controle mais antigo adotado pelas em-
presas, e continua a receber significativa atencédo na literatura e na pesquisa. Apesar de ser
amplamente utilizado no mundo dos negdcios, o orcamento também € frequentemente alvo de
criticas. Dessa forma, este trabalho tem como objetivo evidenciar praticas orcamentarias em
empresas portuarias no Brasil. O trabalho apresenta uma abordagem quantitativa e qualitativa,
com objetivo descritivo e exploratorio, e utilizacdo de questionario. A pesquisa foi realizada
com o envio de questionario aos portos publicos do Brasil. Os resultados mostram que os portos
brasileiros, se comparados a literatura, aplicam apenas parcialmente as praticas orcamentarias.
Entre as principais caracteristicas identificadas no estudo, estdo a falta de alinhamento entre
a elaboracdo do orcamento e o planejamento estratégico e de avaliacdo interna dos resultados
e a aplicacdo parcial dos mecanismos de controle. Essas caracteristicas mostram que os portos
publicos do Brasil t€m oportunidades de melhoria em diferentes praticas de orcamento.
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INTRODUCTION

Ports have a significant importance in international trade
and to the economy of the countries. According to Liu (2008),
over 85% of the international trade is carried out by the ports,
while, in Brazil, 90% of the products are imported or exported
through public ports or terminals for private use (ANTAQ, 2013).

Port operations can serve as an indicator of development
and economic growth (Giner-Fillol et al., 2013). Van Niekerk
(2005) points out that an increasing number of ports are con-
figured as one of the engines of the world economy. Within
this context, it must be considered that the poor performance
of the activities carried out in ports impact the international
trade and the zones of influence of these ports (Giner-Fillol
et al,, 2007, 2008, 2010).

According to Giner-Fillol et al. (2013), the competitive-
ness factors must be managed in a manner that provides op-
erational and managerial efficiency, integrating issues related
to strategy, information management, costs, budgeting and
environmental management, among others.

According to Exame magazine (2011), Brazil is investing
U$ 39 billion to improve the performance of Brazilian ports
by the end of 2014. To ensure that all this investment is valid,
and enable port performance gains, it is necessary that ports
put strategic planning into practice; one of the systems that
determines the relationship between results and expenses to
meet the needs, characteristics and objectives of strategic
planning is budgeting (Lunkes, 2007).

Budgeting is one of the oldest planning and control
systems adopted by the companies, and continues to receive
significant attention in the literature and research (Davila and
Foster, 2005; King et al., 2010; Otley, 1999; Sandino, 2007).
Empirical studies show that budgeting remains as one of the
most important instruments for planning and control (Abdel-
Kader and Luther, 2006; Libby and Lindsay, 2010; @stergren
and Stensaker, 2011; Sivabalan et al., 2009; Uyar and Bilgin,
2011). The budgeting system is one of the mechanisms used
by managers to control costs and improve performance (King
etal, 2010).

According to Horngren et al. (2000), the concept of
budgeting can be defined as the quantitative expression of a
future action plan of a management period. As budgeting is
an important tool in the management of organizations and
the Brazilian ports need to improve their management, it is
essential to search the budgetary practices used.

Studies on ports are justified by considering that an
ineffective behavior of the different activities carried out in a
port directly affects the process of distribution of goods, the
environment and society, with an impact on the international
trade and spheres of influence (Giner-Fillol et al., 2007, 2010;
Giner-Fillol and Ripoll-Feliu, 2007). Furthermore, the efficiency
of ports and maritime transport, as well as strengthening the
intermodal system, are essential for the growth and economic
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and social development of countries (Crusey, 2006; Giner-Fillol
etal, 2010; Gonzalez, 2005).

The objective of the data presented above was to intro-
duce the topic of this research - the practice of budgeting in
Brazilian ports. Therefore, the focus of this research lies on
Brazilian ports, presenting the following research question:
What are the budgeting planning, execution and control
practices used by Brazilian public ports?

To answer this question, the general objective of this
research was established: to demonstrate the budgeting
implementation, planning and control practices in public ports
in Brazil. For this purpose, specific goals were set in order to
operationalize the research: identify which budgetary practices
are used by Brazilian ports; confront the budgeting practices
identified at the ports with the practices advocated in the
literature; identify and assess factors that influence the use
of budgeting in Brazilian ports.

Thus, in addition to this introductory contextualization,
this paper includes a review of the literature that underlies the
bibliography review of budget planning, budgeting implemen-
tation, budgeting control and previous studies on budgeting
in ports. Subsequently, the methodological procedures are
presented. Then, the presentation and analysis of the results
are shown in four different sections. Finally, the final comments
conclude this paper including appropriate considerations and
suggestions for future research.

BIBLIOGRAPHY REVIEW

Horngren et al. (2000) define budget as the quantitative
expression of a future management action plan for a certain
period of time. Budgeting can also be a way to convert the stra-
tegic plan of the company into measurable patterns (Adams,
2006). Flamholtz (1983) argues that budgeting must be seen as
part of a carefully designed total system of organizational con-
trol, and it has to be linked to other essential control systems.

Budgeting represents the effort of the Organization to
quantify the uptake and use of resources, which addresses two
management purposes: planning and control (Garrison et al.,
2003). It is a prediction of the future period, which includes
marketing and other information that lead to the establishment
of objectives and performance measurement (Harris, 1999).
As part of budgeting, the forecast is needed for the plan-
ning of better ways to meet the volume of sales (Schmidgall
and Defranco, 2006). Hopwood (1983) argues that planning,
budgeting and performance monitoring procedures operate at
different organizational levels, are subject to different degrees
of participation, have different expectations and practices for
their revision, and can even consider very different time periods.

The budget can be divided into three parts: planning,
execution and control (Frezatti, 2009; Lunkes, 2007). In this
way, the key features of each part of the budget will be ad-
dressed in the following topics.

BASE — REVISTA DE ADMINISTRACAO E CONTABILIDADE DA UNISINOS



MAURICIO MELLO CODESSO * ROGERIO JOAO LUNKES

BUDGET PLANNING

Several observed practices relate to budget planning.
The operating budget includes guidelines, objectives, targets
and indicators previously laid down by the organization. Joshi
etal. (2003) identified that 96.3% of the 54 surveyed companies
in Bahrain emit the LDO, and Uyar and Bilgin (2011) show that
63% out of 79 companies surveyed prepare budgeting manuals,
a trend also found in the search conducted by Steed and Gu
(2009), which checked the establishment of budgetary guidelines
for senior management at an average of 4.5 points on a scale
of one to five on 121 surveyed companies. Table 1 presents the
main planning practices according to the literature.

The Budget Committee is a Committee constituted to
guide the process of planning, execution and control, and can
include the owners, directors and general managers, Depart-
ment heads and controllers, etc. The studies of Uyar and Bilgin
(2011) and Joshi et al. (2003) showed that most firms had a
Committee, 87% and 79%, respectively. In addition to these
studies, Schmidgall et al. (1996) and Uyar and Bilgin (2011)
identified the main members and the number of components
of the committees.

The time of preparation of the budget involves the
period spent for the preparation of the budgeting process.
Some studies that have already been carried out have ana-
lyzed that information, such as Uyar and Bilgin (2011), Steed
and Gu (2009) and Libby and Lindsay (2010), and the results

Table 1. Planning practices.

vary according to the thread of the surveyed companies, from
companies that spend only two weeks up to companies that
take an average of two months.

The forms of budgeting may involve three types: top-
down, bottom-up and a combination of both. The top-down
budgets are prepared by senior management and imposed on
other members of the organization. For the bottom-up process,
the budget is drafted by the person responsible for the centers
or departments and referred to the senior management for
approval. As to the combined style, the budget is elaborated
through an interactive process among managers and senior
management centers (Lunkes, 2007).

When drawing up the budgeting process, the organiza-
tion may have different purposes or specific goals. Previous
studies demonstrate some of the main objectives of budgeting
as an aid in the short and long-term planning, performance
evaluation, operation coordination, motivation, communica-
tion plans, cost control and expenses, predictions, increased
profits, and bonus calculation performance control through
the analysis of variances (Jones, 1998, 2008a; Joshi et al.,
2003; Libby and Lindsay, 2010; Pavlatos and Paggios, 2008;
Uyar and Bilgin, 2011).

In preparing the budget, you can use information from
different sources as a starting point. Previous studies have
emphasized the most common practices, such as the results of
previous years, statistics and indicators on the industry, market
analysis, national economic indicators, local and regional pro-

Planning practices

Budget manual

Budget Committee

Includes guidelines, objectives, targets and indicators previously defined by the top management.

Can include the owners, directors and general managers, heads of departments, controllers, etc.

Top-down - the budget is prepared by the senior management and imposed on other members

of the organization.

Forms of elaboration

Bottom-up - the budget is drafted by the responsible centers or departments and it is forwarded to
the senior management for approval.

Combination - the budget is elaborated through an interactive process between managers and senior

management centers.

Period Less than 1 year, 1 year, over several years.
Review Monthly, quarterly and semi-annually, etc.
Public Budget
Business Budget
Zero-based budget
Budget type

Flexible Budget
Budget for activities

Beyond budgeting

Source: Research data.
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jections from previous years (Uyar and Bilgin, 2011). There are
polls that indicate the departments or offices of the companies
that contribute to the information, following the example
of the accounting department, the controller, managers and
operating managers (Schmidgall et al., 1996).

IMPLEMENTATION OF THE BUDGET

In implementing the budget process, some items are
directly related to the performance. The survey conducted by
Uyar and Bilgin (2011) questioned the following items: the
budget is prepared in secret by the senior management (3.78),
effective leadership is provided in the budgeting process
(4.57), a good flow of information is available for budgeting
(4.54), coordination among departments is achieved easily
(4.22), goals are determined first in the departments and
then submitted to the senior management (3.67), goals are
determined by the senior management and then opinions are
collected within the departments (3.35), targets are deter-
mined rationally (4.29). Table 2 presents the main practices
singled out in execution.

For a successful use of budgeting, one should consider
the human aspects. Yuen (2006) surveyed the effects related
to the satisfaction and participation of the employees of the
participatory management in the budgeting process in en-

Table 2. Main practices in implementation.
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terprises from Macau, China. Among the findings, the study
found that the greater the participation of the employees, the
greater the responsibility and experience.

Steed and Gu (2009) and Uyar and Bilgin (2011) re-
searched issues such as the connection of the performance
bonus to the achievement of the budgetary targets, the
implementation of the budget, the budgeting guidelines for
the evaluation of the performance, whether the budget is
linked to strategic planning and whether managers seek the
lowest possible goals. In addition, managers must have clearly
defined the individual authority and responsibility over the
control of the budget for it to work effectively, the participa-
tion to accept its goals and avoid the so-called gamesmanship,
which is a participation when the budget is used as a measure
of performance and motivation that is within an achievable
budget, but which is difficult to be achieved.

The fact that the budget has fixed targets is reason for
criticism, since the possibility of unexpected events can cause
an underestimation of the revenue and an overestimation of the
expenses as a pretext, making the targets easier to be achieved.
Jensen (2003) refers to such a process as “paying people to
lie". The results found by Libby and Lindsay (2010) indicate
that the rate in which respondents indicate a high emphasis
on budgeting is 719% and 529%, respectively, in companies of
the United States and Canada.

Practices in implementation

Predictions for the future
Maximize results
Intended Goals
Plan, monitor and assess the result
Create incentives and rewards
Assist in long-term planning
Assist in short-term planning
Evaluate the performance
Purposes Coordinate operations
Motivate employees
Communicate the plan
Control
Results from previous years

Statistics
Information used in

the preparation Market analysis

National economic indicators

Local and regional economic indicators

Introduce new products and services

Source: Research data.
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BUDGETING CONTROL

The budgeting control process can use criteria or specific
points, such as benchmarking, or it may not use reference
points. The marks may be in the form of monetary value,
percentage or repetition of an adverse variable. They can
also be performed with the original budgeting comparisons,
actual data from the previous year, revised budget or it can
even be based on the values of costs and sales mix performed
(Schmidgall et al., 1996; Uyar and Bilgin, 2011).

In budgeting control, an important point is the role that
monitoring has on the management system of the Organization.
For Uyar and Bilgin (2011), most companies surveyed stated
that the budget is the primary indicator of performance (47%),
followed by one of the few key performance indicators (37.5%),
and low budgets are used as performance measure (10%). In
Table 3, it is possible to check the main control practices.

Among other roles, budgeting control can be used as
the main performance indicator or as one of the few key
indicators used. The study conducted in the United Kingdom
by Jones (2008b) found that one of the main reasons for
the use of budgeting is to measure the performance, and

Table 3. Main control practices.

Main control practices
Benchmarking
Does not use reference points

Criteria used to Uses reference points

evaluate the results Monetary value

Percentage

Repetition of an adverse variable

Primary indicator of performance
Role in monitoring

Used as performance measure

Heads of departments

Senior management
Responsible for

variations Budgeting committee

General manager

Responsibility center

One of the few key indicators used

companies showed that it was the main or one of the few
key performance indicators.

To monitor the performance, different criteria can be
used. The study of Uyar and Bilgin (2011) pointed out that the
results of previous years are used in 72% of the companies.
Budgeting values and industry statistics are identified in 53%
of them. Companies already using intercompany comparisons
are observed in 13% of them, while the balanced scorecard
and comparisons with competitors are present in 16% of the
organizations, respectively.

In addition, control assumes as input components of the
appointment of those responsible for the evaluation of the re-
ports for budgeting variances. The research suggests principals
and senior management, department heads or managers and
budgeting committees as the responsible parties, and present
their reports in general in monthly, quarterly or semi-annual
periods (Joshi et al, 2003; Uyar and Bilgin, 2011). The study
by Uyar and Bilgin (2011) shows that 92.5% of businesses
generate monthly reports.

The comparative analysis is one of the purposes of the
examination of the budgeting variations. The research indicates
this practice as a way of controlling costs, expenses, the bud-

Evaluate the performance of the manager

Assess the predictive power of the responsible individual

Purpose of analysis of

. Control expenses
variances

Recognition of a time problem

Feedback for the next budget period

Source: Research data.
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get itself and information for managers. It also includes the
evaluation of the performance of managers and their predictive
power of recognition of specific problems, and improvements
to the budget for the next period through feedback. Usually,
when the targets are not reached, the error is assigned to the
inability of the department, ineffective planning, goals or the
unworkable uncertainties (Joshi et al,, 2003; Schmidgall et al.,
1996; Uyar and Bilgin, 2011).

The budget may require revisions in the budgeting period
due to changes in the economic and environmental conditions.
Aspects related to local changes and seasonal fluctuations may
affect the amount of revisions. Several studies have found
different ways to perform reviews, such as monthly, quarterly,
half-yearly, yearly or when there is the need, and indicate the
identification and correction of problems, realization of new
projections and objectives of performance appraisal of revi-
sions (Jones, 1998, 2008b; Joshi et al., 2003; Libby and Lindsay,
2010; Schmidgall etal., 1996; Schmidgall and Defranco, 2006;
Uyar and Bilgin, 2011).

The budgeting report period comprises the time involved
in the generation of reports for monitoring the results. The
study by Uyar and Bilgin (2011) shows that 92.5% of the com-
panies generate monthly reports. The research by Schmidgall
et al. (1996) confirms the trend that 76% of the 122 USA
companies prepare their budgetary processes for five or more
years. Regarding Scandinavian companies, 29.6% of the 57
researched companies indicated that they prepare the bud-
get for five or more years. The most frequent response from
Scandinavia was for a period of three years (33.3%) and 22.2%
others indicated two years.

PREVIOUS BUDGETING STUDIES IN PORTS

Lunkes et al. (2013) studied the implementation of
performance-based budgeting in the port authority of Valen-
cia, and observed that changes in the budget have generated
greater integration between the performance measures and
budget allocations, which are implemented by detailing the
process operating level, which includes the investment projects.
After the adoption of performance-based budgeting, the budget
comprised the objectives of future revisions (with physical and
financial data and results); how to maximize the results; plan,
monitor and assess the results; create incentives and rewards.

Giner-Fillol et al. (2012) conducted a survey comparing
budgetary practices of a Spanish port and a Brazilian port, and
highlighted the differences between the Spanish model that
performs and applies strategic planning for five years, while
the Brazilian port does not perform strategic planning.

The port efficiency can be predicted; however, Araujo
et al. (2011) found that the ports presented variations on
the productive efficiency in comparison to the ports without
technological variations, and related this variation with the
planning and public administration of ports.
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Surveys conducted in Spanish ports reported an inte-
grated management model, the costing system, and how to
create a budget according to the performance of the ports
(Giner-Fillol et al., 2013, 2007, 2008, 2010; Giner-Fillol and
Ripoll-Feliu, 2007, 2010, 2011; Lunkes et al., 2013).

RESEARCH METHODOLOGY

In this chapter, we present the methodological proce-
dures that were used for the construction of the bibliographic
review and the process of selection and analysis of the results.

BIBLIOGRAPHIC REVIEW

The process used for the selection and analysis of refer-
ences is divided into three stages: choice of databases, check
items and systemic analysis (Afonso et al,, 2012). The first
stage underlies the selection of databases; the second stage
obtains a portfolio of articles from a structured and substanti-
ated process; the third stage provides a systemic analysis of
the portfolio. First, a consultation was held in CAPES, and the
following collections were surveyed: OneFile GALE, Science-
Direct (Elsevier), Social Sciences Citation Index (Web of Sci-
ence), Emerald Management e Journals, and MEDLINE (NLM),
using the keywords "budgeting” and “ports". 284 articles were
selected. From this initial sample, all abstracts were read, in
order to select the articles related to budgeting practices. The
selected articles form the basis of the Bibliographic Review.

METHODOLOGICAL FRAMEWORK

Regarding the nature of its purpose, this study assumes
the descriptive exploratory character, once it seeks to highlight
the budgeting practices adopted by Brazilian ports. According
to Gil (2007), the aim is to provide an overview of the given fact.

For the data treatment, a quantitative and qualitative
approach was considered, since the data were tabulated and
treated through a descriptive statistics and data analysis. The
data were collected and treated in Excel spreadsheets®, since
there is a concern of describing the data collection method, in
order to allow their replicability and temporal analysis, which is
one of the concerns regarding the quantitative and qualitative
research (Bryman, 2003).

Finally, regarding the technical procedures, this paper
is constituted by a survey, which aims at determining the
information about the current practices or views of a specific
population (Gil, 2007; Richardson and Sousa, 1999).

POPULATION AND SAMPLE

The research population is constituted by the 34 Brazil-
ian public ports. The sample of the survey was constituted by
9 public ports that participated in the survey -3 ports located
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in Santa Catarina, 2 in Parana, 3 in Rio Grande de Sul and 1
in Ceara.

The ports transfer mostly containers, bulk cargo and pas-
sengers. For a better analysis of the differences of the ports,
we used the total cargo handled per ton.

The sample contains 3 ports that mobilized more than
10,000,000 tons and 4 ports that moved less than 10,000,000
tons - two ports did not report on the amount of their activities.

SURVEY

The survey was developed by the Center for Research
in Controllership (NUPECON). It has been drawn from the key
features highlighted in the review of the literature (Castro
etal, 2012; Jones, 1998, 2008a, 2008b; Pavlatos and Paggios,
2008; Schmidgall etal,, 1996; Schmidgall and Defranco, 2006;
Schmidgall and Ninemeier, 1989, 1986, 1987; Steed and Gu,
2009; Subramaniam et al,, 2002; Uyar and Bilgin, 2011; Winata
and Mia, 2005; Yuen, 2006).

The survey was submitted to a pilot test in which items
were found that were inserted and adjusted to a better un-
derstanding and do not generate doubts about the questions.
The issues were elaborated from the practices identified in the
literature search. The application of the survey is divided into two
phases: the first involved the characterization of the companies,
including 6 issues; the second involved 15 questions about the
planning of the budget, 4 topics relating to the implementation
of the budget, with the use of the Likert Scale, and 7 objective
questions about the evaluation and performance control.

The survey was available over the internet through the
Google Docs platform. Ports were first contacted by phone,
then the survey was explained and we made the first contact.
After the contact, the address to access the survey was sent
by email. The collection period happened between March 2013
and January 2014.

Table 4. Characteristics of the ports.

INTERVIEW

In order to establish a methodological triangulation, after
the application of the survey, a semi-structured interview was
developed with the main practice adopted by the ports. The
interview was carried out with the coordination of the process
of budget. The methodological triangulation allows the establish-
ment of measures of reliability and validity (Amis and Silk, 2007).

The interview approached aspects of the practices dif-
ferent than those usually highlighted in the literature, such
as the period of preparation of the budget, and the purpose of
control, among others. The interview aimed at deepening the
knowledge on the use of budgeting in ports, with the identi-
fication of the reason, or reasons, as well as key explanatory
factors of the use of practices other than those mentioned in
the literature on the topic.

PRESENTATION AND ANALYSIS OF THE RESULTS

For a discussion under the perspective of budgeting prac-
tices in Brazil, this chapter will present the results separated
into planning, implementation, and control. Table 4 presents
the ports by State and their cargo moves in tons, operating
time and number of employees.

From the ports surveyed, three operates more than
10,000,000 tons/year, while four operates less than 10,000,000
tons/year, and two ports did not report, and neither provided
the numbers differently. It is possible to notice the difference in
sizes between the ports, with port “Port 05" operating a cargo
tonnage greater than the sum of the others ports.

The ports that have been operating for a longer time are
those that move more cargo, while the ports with less cargo
are also the ones that have been operating for less time. The
ports with larger numbers of employees are those that operate
with a larger amount of cargoes.

Port State Tons Moved Employees Operating time
Port 01 SC 11,225,526 100 to 499 100 years
Port 02 SC 1,741,808 20 to 99 92 years
Port 03 SC Not Informed 20 to 99 111 years
Port 04 PR 46,168,102 100 to 499 314 years
Port 05 PR 1,239,926 20 to 99 96 years
Port 06 RS Not Informed 20 to 99 37 years
Port 07 RS 33,258,958 100 to 499 277 years
Port 08 RS 349,673 20 to 99 17 years
Port 09 EC 4,094,990 100 to 499 94 years

Source: Research data.
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BUDGET PLANNING

The ports mention they own a budgeting manual with
guidelines, objectives and goals, in addition to having a spe-
cific planning and budgeting department, as it may be seen
in Table 5.

Although all the ports have a specific department, 4
ports do not have a Budgeting Committee. This Committee
is important because it streamlines the budgeting process,
with the participation of people from different levels of the
organization. In addition to the establishment of the measures,
this is a process that is agreed upon and that counts on the
participation of the different levels of the Organization, and
which is not a top-down imposition. The studies by Uyar and
Bilgin (2011) held in Turkey show that the use of a Committee
and the operating budgeting are common in Turkish companies.

The prevailing development method in ports is a com-
bined participation, corroborating with the studies by Uyar
and Bilgin (2011) and Steed and Gu (2009), which obtained
the same conclusion in the United States, showing that most
companies use the combination/participatory approach.

In general, the budgeting is elaborated for a period of
four years, according to Table 6, due to a public undertaking,
subject to the public administration laws and regulations. In
opposition, Schmidgall and Defranco (2006), in the United
States, Jones (1998), in the United Kingdom, Uyar and Bilgin
(2011), in Turkey, concluded that companies usually draw up
the budget for the period of one year.

The ports conduct annual reviews, which possibly makes
the budget extremely rigid, not allowing the responsible parties
to carry out the necessary adjustments due to market fluc-

Table 5. Budgeting.
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tuations. According to Uyar and Bilgin (2011), in Turkey, and
Jones (1998, 2008b), in the United Kingdom, it was observed
that the revisions occur, in most cases, mainly on a monthly
or quarterly basis.

The type of predominant budget is the budget by activi-
ties, closely monitoring the contractors. Although the results
do not indicate the use of methods such as zero-based bud-
geting and the beyond budgeting, studies such as the one
conducted by Jones (1998, 2008b) carried out in companies
of the United Kingdom found that flexible budgeting was not
frequently used, while the zero-based budgeting is applied in
50% of the surveyed companies. The application of zero-based
budgeting has been used by Brazilian companies to improve
their budgeting process (Lunkes, 2007).

Regarding the strategic planning, ports do not produce
and do not apply it. This aspect was detected by Pizzolato
etal. (2010), who suggest that, in order to meet the challenges
of the competitive world, the Brazilian ports must: deploy
strategic planning, know the market, identify the service levels
demanded by the customers, identify business opportunities
that may leverage their moving loads, as well as have an ad-
equate knowledge of the relative advantages of their direct
competitors in order to anticipate actions and ensure the
expansion of the port.

BUDGETING IMPLEMENTATION

The goals are not aligned with the strategic planning
process, which corroborates with the fact that the ports state
they do not elaborate and implement the strategic planning.
The objectives of budgeting implementation in the ports are

The port uses a “budgeting manual” for the preparation of the budget.

Yes No
9 0
The port has a Budgeting Committee.

Yes No
5 4

How many hours are required to prepare and revise the budget?

Less than 40 hours From 41 to 80 hours
0 1

From 81 to 120 hours More than 120 hours
6 2

How is the budget prepared?

Bottom-up (prepared by the
operational centers)

0 3

Top-down (prepared by the
senior management)

Combination/Participatory
(joint development)

6 0

Other

Source: Research data.
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Table 6. Timeframe and budget review.

For what timeframe is the budget elaborated?

1 month 3 months 6 months 1 year Other
0 0 0 0 9
Does the budget go through some kind of review within this period?
Monthly Quarterly Semi-annually Other
0 2 0 7
What is the periodicity of the reports of the budget?
Monthly Biannually Annually Other
6 0 0 3
Does the port make changes arising from the flexible budget volume?
Yes No
5 4

Which is the method or type of budget used?

Business budgeting
3 0 0

Flexible budgeting

Source: Research data.

Table 7. Intended goals.

Continuous budgeting

Zero-based budgeting
0 6

Budgeting for activities

Which are the programs (software) or technology used in the preparation of the budget?

Microsoft Excel and

Excel Microsoft Corporate Internet other program Other
6 0 3 0
Does the port develop and practice strategic planning?
Elaborates and applies Elaborates but does not apply Elaborates
0 0 9
If so, what is the strategic planning timeframe?
1 year 3 years 5 years More than 5 years Other
0 0 0 0

Source: Research data.

related to planning and control, and the communication of
plans, as presented in Table 7.

Regarding the intended objectives of budgeting, there
is a great similarity in the results, revealing the short- and
long-term planning and performance review as one of the
main purposes, similarly as shown by the research conducted
by Schmidgall et al. (1996) and Schmidgall and DeFranco (2006)
in companies of the United States and Scandinavia.

The ports prepare the budgeting based on the informa-
tion of previous periods, but also according to regional and
local economic indicators and can also use indicators of the
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industry and national economic and market analyses, in ac-
cordance with Table 8.

According to Table 8, regarding the information used
in the preparation of the budget, it may be observed that
the statistical information is used at all times. Therefore, the
survey reveals that budgets are formulated using the local and
regional economic indicators and figures from previous years
with greater frequency.

Regarding the evaluation of motivational aspects, it
may be realized that it is linked to their participation in the
elaboration and achievement of the planned objectives within




Table 8. Information used.

Implementation of the budget

Budget is considered key for senior management
Effective leadership is provided in the budgeting process
A good flow of information is available for budgeting
Coordination among departments is easily achieved

Targets are determined in the departments first and then
submitted to the senior management

Targets are determined by the senior management and
then opinions are collected within departments

Goals are the product of a structured process and are
aligned with the strategic planning

DISCLOSURE OF BUDGETING PLANNING, EXECUTION AND CONTROL PRACTICES: A SURVEY ON BRAZILIAN PUBLIC PORTS

Cornpletely P?rtlally Indifferent | partially | completely
disagree  disagree agree agree
6 1 2
2 3 4
4 3 2
4 2
4 3 2
1 4 4
7 2

Source: Research data.

the budget, which reinforces the results found by Umapathy
(1987), on the practices that make budgetary systems more
effective. This is because one of the objectives of budgeting is
to influence the behavior and decisions of the collaborators in
order to translate the goals of the port into action plans, com-
municate the goals and objectives and to provide a reference
to assess the performance (King et al., 2010).

The purpose is to ensure that the decisions and behaviors
of the employees are consistent with the goals and strategies of
the Organization (Malmi and Brown, 2008). In this sense, Brown
(1995) argues that the negative behaviors could be reduced
by setting more attainable goals, with a broad participation
in the budgeting process.

BUDGETING CONTROL

As seen on Table 9, the results show that only two ports
do not use reference points, while seven ports use percentage-
based reference points and one uses monetary value. Among
the main performance measures are: results of previous years,
budgeted values, in addition to industry statistics and com-
parisons with the competitors.

As shown on Table 9, budgeting control steps are partially
applied in ports (comparative analysis and identification of
deviations), which can represent limitations to the achievement
of the desired results with the implementation of the budget.

The ports did not apply procedures for analysis of
variances and corrective actions, which Umapathy (1987)
considered essential for successful businesses. Brown (1995)
pointed out that some behavioral aspects of the management
control may include tension, mistrust, suspicion, resentment
and resistance to control.

The implementation of all control stages allows differ-
ences and deviations to be identified, with the preparation of

improvement plans and to generate an important feedback for
the next planning period.

DISCUSSION OF THE RESULTS

To improve the analysis and to better understand the
differences in the results in relation to national and interna-
tional studies, a semi-structured interview was held with those
responsible for coordinating the budgeting process of the ports.
The results demonstrate that the ports employ partial practices,
however, some can be highlighted.

The budgeting timeframe is held for four years with an-
nual reviews, which is different from the findings of the surveys
by Schmidgall and DeFranco (2006), in the United States, Jones
(1998), in the United Kingdom, Uyar and Bilgin (2011), in Turkey,
which concluded that companies usually draw up the budget
for the period of one year. This particularity was questioned
with the person responsible for the budget (controller) of one
of the ports, and it was pointed out that for the ports subject
to a specific legislation, they are demanded to have a budgeting
for a period of four years and to make annual reviews, since
they must consider both the Pluri-annual Plan (PPA) and the
Annual Budgeting Law (LOA) in order to make business with
public companies.

The ports do not conduct the strategic planning inte-
grated with budgeting. The controller pointed out that one of
the main purposes of the budgeting is to comply with the Tax
Charge Law (LRF). Pizzolato et al. (2010) stressed the impor-
tance of strategic planning for the ports.

In the implementation, the main objectives of budgeting
are: to plan and control the values and results; to control
and evaluate the performance. This is similar to what was
revealed by the research conducted by Schmidgall et al.
(1996) and Schmidgall and DeFranco (2006) in companies
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Table 9. Budgeting control.

Are the criteria used to assess significant differences between values and actual values?

Benchmarking
0

Does not use reference points
2 7

Uses reference points

If so, which methods are used?

Monetary value
1

Percentage
6 0

Repetition of an adverse variation

What is the role of budgeting on the actual performance monitoring of the organization?

One of the few key indicators used on the

Primary indicator of performance o Little used
Organization
8 1 0
What are the key performance measures used?
. Indicators and Comparisons
Resylts e Budgeted values Cornpanson targets of the with Indl-Jst.ry Other
previous years with ports . statistics
Balanced Scorecard ~ competitors
7 8 0 0 3 3 0
Who is responsible for the analysis of variations?
Senior .
Floor Manager Department heads  Budget Committee Controller Other
management
8 4 1 0 4 0
The analysis of variation happens:
Monthly Quarterly Every six months Annually Other
6 0 0 3 0
What are the purposes of the analysis of variations of the budget?
Evaluate the Assess the predictive  Control costs/ Identify a po_tentlal Provide feedback
performance of ower of the Manager exXDENSES problem in time to for the next Other
the Manager P g P avoid it budgeting period
0 0 9 5 8 0

Source: Survey data.

of the United States and Scandinavia. Corroborating with
what the controller said, since budgeting is used to meet LRF,
controlling the expenses of managers is important in order
to meet the legislation.

Regarding the information used, the more evident were
the results of previous years and numbers from previous years.
According to the controller, an average of the recent years is
taken and, after a few adjustments, an index is applied to pre-
dict budgetary revenues, and then the budgeting expenses are
generated. The differences can be handled by extra-budgetary
revenue and expenditure according to the need. This does not
corroborate with the research by Lunkes et al. (2013) in a Span-
ish port, which uses port traffic information, market analyses,
economic indicators and national, regional and local strategic
planning performance measures.
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Regarding the control, budgeting is seen as the primary
indicator of performance, corroborating with Jones (1998,
2008b), who revealed the role of budgeting on the actual
performance monitoring of the Organization as a primary
indicator of performance. According to the controller, since it
is necessary to comply with the legislation, budgeting needs
to be controlled efficiently, since the Budgeting Balance is
presented to the Court of Auditors.

To measure the performance, the main measures are the
results from the previous years and the budgeted values, since
the approved budget must be met, and the actual expenses must
not exceed the performed revenue. Lunkes et al. (2013) observed
that in Spanish ports the main measures used are the values
from previous years, benchmarking with other Spanish ports
and from other countries, and the goals of the strategic plan.



The purpose of the analysis of variances is to provide
feedback for the budgeting of the following year, which cor-
roborates with the fact that the execution uses mainly the
values of the previous years. Controlling costs and expenses
that are consistent with the needs of the ports complies with
the budgeting requirements of LRF (the Fiscal Responsibility
Law), as observed on the research by Schmidgall et al. (1996).

The results show that budgeting is used as a control
instrument, and its use for other managerial purposes may be
neglected. It is possible, since public ports follow a specific
legislation, focused on the control of expenses and for the
strategic planning to be integrated with budget.

When assessing the impact of the factors on the use of
budgeting practices, such as size, activities and cargo handling,
time of operation and number of employees, it was not possible
to identify the differential use of the practices.

CONCLUSIONS

The application of questionnaires allowed us to explore
the budgetary practices in ports of Brazil. It was possible to
characterize these ports, as well as to observe their budgeting
planning, execution and control.

With the evaluation of the impact factors on the use of
budgeting practices, it was possible to verify that variables
such as size, activities, undertakings, load time and number
of employees do not influence the budgeting practices, due to
the fact that the ports are subject to a specific legislation and
due to the manner in which the budget is applied.

Brazilian ports have possibilities, as stated in the litera-
ture, to implement their budgeting processes with the elabora-
tion and implementation of the strategic planning, creation of
the Budgeting Committee, and the establishment of a partici-
patory method, which includes objectives and targets. This will
possibly cause improvements in the coordination and motiva-
tion of the employees of the port in budgeting preparation,
implementation and control. The use of a software to manage
the budgeting process itself, together with the improvement
of supporting information used in the different stages of the
budget, the application of control steps and the indication of
the responsible individuals can also contribute to improve the
efficiency of the budgeting process.

In general, the results show that budgeting in Brazilian
ports is still underused, with partial use of many of its features
and techniques. By analyzing the results of this research, one
may observe the lack of some of the practices highlighted by
Umapathy (1987) and King et al. (2010), which, according to
the authors, are fundamental in the implementation of the
budgeting process and adopted by successful companies.

This survey provides results that may benefit the manag-
ers of ports in order to compare their budgetary practices and
implement improvements. For researchers, it provides informa-
tion on budgeting planning, execution and control that can be

DISCLOSURE OF BUDGETING PLANNING, EXECUTION AND CONTROL PRACTICES: A SURVEY ON BRAZILIAN PUBLIC PORTS

used in further research. For future work, it is suggested that
budgetary practices from other ports are observed, expanding
the research, and it is recommended to analyze the capital
budgeting and the environmental performance of the ports.
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