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RESUMO

Tleske artigo ¢ apresentado wr siztoma de gestdo ¢ avaliagio
J2 desempenho ambienlsl, ezpevialmente desenvalvido par
aplicagdo om cmprocndimsntos tuclsticos. Sua impeitinca
reside na incorporagio Sos objetivos da gestio amiental na
[nse de plangjamento estratégico do empreendimenty, redu-
Zipdo, azsim, o neeessidade de medidas mitigadoras deime-
pactos ambientais, ber como, o alinhamenio dos chjotivos
arbicntais ¢ das metas estrafégess da crgamzapdo.

Palavras-chave: Gestio AmhienTal, Planejamenra Estra-
témico; BEC - Balunged Scoreceaid.

ABSTRACT

This article presents an environmental perfarmance
evahuation and mansgement system that was espeeially
desipned 1o be veed i teurism businesses. [y importance
liez in 14 incorporation of envirotmental managamen
grals inte the compony's siralegie planning stape, therchy
redicing the need for measures o mitigals enviroamenlal
irpacts. as well as aligning s envirenmensal shicetives
und strateg:c crganizatonal poals

Key words: Environsnental banagoiment, Stralemc Mannuag:
BELC - Bulunced Scorecord.

INTRODUCAO

0 presenie arligo tem por objolivo aprosentar
mnanedelo de gestio ammbicenial cuja prncipal caracie-
nstica € 4 inporlincia da visio estralégica nos siste-
mas de pestio. Osta caracteristica torna este modalo
InpoTtants para empreendimantos Wrisicos ent que o
patrimdiie furistco provenente da atividade lnmana
nin poede. em nendmma hipotese. danificar o patri-
monio uristico natural do péle receptor. O modelo cim
questio ol aplicado durante o ano de 2600 wo Parque
Hopi Hari, localizado no Estado de Sdo Paule?

INTRODUCTION

The ohjective of this article 15 o present an
environinenial management madal whose mam
characteristic 1s to focus on the siratggic vision 1
management systems. This characteristic makes
s model important for tournsm businesses i thal
iz teurism heritage, arismg from buman aclivities
may nod, 10 amy way, damage the natural touristn
heritage of Twst center. The model wag applicd dut-
ing the vear 2000 at “Hopi Hari Park™ inthe State of
Sdo Paulo?
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A relacio das questoes ambicntais ¢ dis orga-
NIZAGOCS que preslam servigos ua drea do turising ¢
um dos principais temas discutidos na atualidade,

Questdes como a lornacio da ALCA —unindo
34 paises num @nico bloce — ou a1 assinatura do tra-
tado de Kyolo — que procura controlar as emissies
atmosfiocas de todos os paises, ricos on pobres -
celacam a questio ambiental numa posigio de des-
Lagque em nivel mmindial

Poluir o meio ambieate de forma indiscrin-
nada deixa de ser uma atitude aceily com tanla -
furahidade O poder ccondmico influenciando de
forma nepativa e devastadora comega a ser queslio-
nado devido ac prentincic de futuros problemas
ambicitais globais.

Considerando o chamado turismo sustenti-
vel, o5 aspoctos ambientais e sna gestfio assuimem
importingta igual on maier que os aspectos admi-
nistrativos tradicionglmente contemplados no pro-
jeto de empresas. D acordo com Hassan (2000, p
2359), pana permanecenen competitivas, 4s principats
destinagdes ¢ cmpresas luristicas de classe mundial
estio s¢ diversificando para atrairem segmentos de
turistas onentados ambienutalmente. Esles scpmen-
1o o1 cresoudo 4 allas taxas, de 25% 3 30%; ao ano
contra 4% a 3% ao ano, para ¢ turismo come um
lodo.

O cresgimento sustentado nessa inddstria ne-
cessitata ser puiado por uma perspecdva global
para manter a compelitnidade em um mercade bas-
tante segmentade, Thng perspectiva global para en-
tender os determinanics chaves da competitividade
do mercado ¢ critica para a industria do turismoe sus-
lenlur seu crescimento ¢ vikalidade.

Organizagdes turisicas precisam se estruturar
¢ (ratar as quesides ambiemiais como v fator csita-
egico. E as estratégias. sejam em nivel corporativo
ou funciomal, procisam, por sua vez, estar inseridas
nes sislemas ¢ programas de gestic ambiental.

0 SGADA - Sistenia de Gestdo e Avaliagio de

Desempenho Ambiental é um moadelo gque procura
introduzir as questdes estratégicas num modelo de
pestdo ambiental.

1. A EV(}LU'I;FL{} AMBIENTALISTA
EAGESTAO AMBIENTAL

A relacio do homem com a natureza & wima rela-
¢io mute antiga. Sepunda Ponting (1991}, hd cwi-
déncias recentes cncontradas no centro do Jordio,
que sugarem que desde 6000 anos 8. C | aproxima-
damente uns mil anos depois do surgimenio das

The relationslip between cnvironnental issues
ancd orpanizations thal provide services in the area of
tourismi i theme of much discussion nowadays.

lzsucs sueh as the formabon of FLAA (Free
Trade Area of the Americas), which unites 34 coun-
tries in a single block, or the signing of the Kyoto
Treaty, which seeks to control atmospheric emis-
sions in all coundries, both rich and poor, arc raising
the environmental issuc 12 a position el impenance,
al plobal level.

Indiscriminaie pollutien of the envirgment s
o longer an attlude (hat 1= readily accepted. The
global envirommental problems that have been pre-
dhcted for the future are cavsing people (o guestion
the negative, destruclive infllucnce of coonoime
pOwWCT.

Fegarding so-called sustamable toutism, its
emvironmental aspecis and management assume an
importance that is similar to or greater than the
admimistrative aspects tradifienally considered by
companies, Hassan {2000, p, 239) states that in order
(0 remain competitive, the main destinations and
tourism companics al global Iovels are diversifying
m an attempt to attract emaronmentallv-griented
lopnsm sectors, These sectors have grown signifi-
cantly, from 25% to 30%5 a vear cornpared to 4% to
5% a vear for tourism as a whole.

The sustained growth of this industry needs to
be gnided by a global perspectve in order to maintain
its competitiveness in a highly sesmented market. A
global perspective for understanding the kev deter-
minants of market competitiveness is critical if the
tourism industry is to sustain its growth and vicality,

Tourism organizations need to be structred
and treat environmental 1ssnes a5 a strategic factor
The strategies, be they at corporate or funchonal
Tevel, also need o be included in the environmental
management programs and svstems,

The 5GADA - Envitonmental Performance
Evaluation and Management Svstem {acronyin
based on the Portuguese; Sistema de Gestio e
Avaliagio de Desempenho Ambizntal) - 15 2 modsl
that aims to introduce these strategic issues into an
environmental management medel.

L ENVIRONMENTAL EVOLUTION
AND ENVIRONMENTAL
MANAGEMENT

The relationship between man and nalure
is very old, According (g Ponting {1991), recenl
evidence has been found in coniral Jordan that
suggests that singe 6000 B.C., approximately a
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comurdades estabelecidas. as aldeias eram aban-
donadas & padir de wemenle ¢m que 4 erosdo do
solo, causady pelos destngtanientos, criava um am-
bienic completamente danificads ¢ impossibilitado
para o cultive.

Num periode wm pouco mais recenle, @ partir
de 24000 C., a sociedade sumerica — que em 3.000
.0 tormou-se a primeira socicdade lirerata do mon-
da - pomnpanhou a cada ano o sen declinio vendo
sua "lerra lomar-se branca’, uma clara referéncia ao
impacto dristico da salinizagiio, As terras irnigadas.
que haviam produrido os primeiros excedentes apri-
colas do mundo, comecaram 4 se tormar cada vee
miaes salimizadas ¢ alagadicas. levando woda wing so-
ciedade a decadingia (Ponting, 1991

Séculos mais tarde. quando as crdades-estado
da Suméria ndo eram mais que uma lembranca, os
mesmaos processos ainda funcionavam na Meso-
potirmia Entre 1300 e 900 a.C. howve som ¢olapse na
Tegido cantral que se seguiu i salinizagio como to-
sultado dz nma arrigagio demasiada.

A criagdo de ambienics artificiais para o plan-
tie de alimentes & o crescimenio das comunidades
1o 0 concentron o impacte ambiental das ativida-
des humanas, como também demonstrou, talvez
pela prumeira vz, que seria muito mais dificil para as
sociedades humanas cscapar das conseqiiéncias
de seus atos.

Apesar da agricnltura ter contribuido signifi-
cativamente para 0s pruneires knpactos amnbicntais
cansados na terra, foi na Era da Revolocio Indusis-
al. no sceulo XIX, que a exploraséo inadequads
de recursos ¢ a poluigiio resultante do avange
tecnoldgico impuseram um Atmo wmito mas acelera-
do i degradacio ambiental

MNesle peniedo, as organizacdes tinham como
principal objetivo produsdr. Em busca de progresso
¢ para atender as necessidades de consumo das
populagdes que aumentavam em cada regido, a Era
Industrial trouxs a preduciic em escala. indo contra
05 principios do trabalho mannal da Era Pré-Tndus-
tnal. A descoberta da possibilidade de utilizagdo de
energia para a produgio fez com gue o homen ¢ a
Sua recente invengao, a maquina, traballiassem jun-
los. Mais uma vez 0 homem usa a justificativa da
necessidade de sobreviveéncia e o desemvalvimenia
inevitivel, come subierfilgio para as aghes danosas
a0 meio ambiente.

IMas o progresso e a5 novas fontes de energia
trenxeram ambem o use dos meins de transportes.
proporciottands a possibilidade da locomogho
() homem sai das suas vilas ¢ passa a conhecer 0%
arredores Trata-sc de uma época em gue a luisténa
natural estava em evidéncia, Darwin defendia sua

thousand vears after the appearance of esiablished
comeanilies, viilages were abandoned when
zoll erosion, caused by deforestation, completely
damaped the enviranment and made cultivation
impossible,

In a more recent peried, from 2400 B C on-
wards, the Sumenan society, which m 3000 B.C.
becamwe (he fizst lilerale society i the world, wil-
nessed is pwn dechne year after vear when ils
“land became while” a clear reference to the dras-
tic wmpact of salinization. The irngated lands.
which produced the world's first agricultural sus-
plus, started o bocome more and mors saline and
swanipy, keading o the decline of a entire society
{Pouting, 1991},

The same process was slill oconrnng centu-
ries later in Mesopolamia, by which timg the cities of
Sumeria were nothing more than memorics, From
1300 to 904 B.C., there was a collapse in thie cerral
repgion following salintzation, resulting from exces-
sive irrigation,

The creation of artificial envircmunents for the
planting of creps and the growth of communities
nal anly concentraied the cnsronmental impact of
heman activities, bul alse demovstrated, perhaps
for the Girst tene, that it woald be nuch more difficalt
[or human seciclies 1o escape [rom the conse-
quences of their actions,

Despita the significant contribution of agricul-
ture to the first environmental impacts on the planst.
1l was in the era of the Industnal Revalution, in the
HIX cenmury. that the inappropriate explonation of
tosontces and pollution resulting from the (echng-
legical advances led o an tnerease in the pace of
environmenial degradation.

Druring 1his period. arganization’s main
obpective was production. In the search for
progress and to meet the consumplion needs of
a population that were Increasing in gvery Tepion,
the Industrial Era brought large-scale production,
poing against the principles of the Pre-lndustrial
Era that were based on manual labor. The discov-
cry of the possibility of using energy in production
cnabled mam and his recent invention, the ma-
chine, o work together. Once again, man jusificd
Tns actions, which were hannfinl o the environ-
ment by stating the need 1o survive and inevitable
PTOETCSS,

Progress and the new sonrces of energy also
led 1o the use of new means of transportation, cna-
Bling fecomotion. Man left his villages and began
lo discover his sumroundings. This was a time in
which natyral history was & prominem theme, Dar-
win was defending his Theory of the Evolntion of
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Teorea da Evolugio do Homem ¢ com isso a Europa
Tndustrial iniciava disgussies sobre 2 poliicio cin-
sada pelo progresso ¢, ainda que de wma lornza mui-
to romdntica. a necessidade de preservagao da
fauna ¢ Mor. E dessa dpoca a alinnacio do cscritor
Wil Gilipin

“onde quer que surgisse o homem com suas fer-
ramentas, o deformidads scpnia sens passos
Sua pa ¢ seu arado, sea scbe ¢ seu tarreno sulca-
cho crain abusos cliocantes contra a simplicidade
e cleginea da paisagem”™ (Mecormuck. 1992),

Por volla de 1580 3 depressio econdimica colo-
ca a questiio ainda com mais veeméncia: a ndus-
trializacio é realmentc nma vantagenm. apesar da
polnigin que gera’

Hoje, apos alguns anos de intensas discus-
5%, concluiu-s¢ que a ausénela de crescimenio ou
desenvolvimenle ¢ nociva ao reio ambicnle & que
a prande questio atual & lornd-lo sustentavel.

(3 século X2 viu o ambientalismo assunir con-
tornos vanados. Acidenles graves ¢ imporianles
conferéncias alternam-se cotmno cenlro das alengdes
sabre o lema,

Acidentzs comoe o derramamento dz oleo no
Alasca — causadoe pelo rompimento do casco do
navio Exxon Valdez — ou o acidente de Bhopal —um
vazgmenie de acido metil isocianete na Union
Carbide, na India, que matou 3. 00 pessoas, deixan-
do simdy 20 0090 doviiles crénicos — ou ainda o cons-
tanite desmatamenio da Aanardnia alarnam o
mundo, prozurando colocar 4 questio ambicnial ao
alcance da sociedade,

() receio da ercassez de recnrsos ¢ do conpro-
metimeneo da qualidade de vida da hnmanidade
tambgém ¢ ouiro falor que estimula discussdes cm
torna do assunto.

Serdo dassim, as allimas 1rés décadas marcam
i periodo de intensas discussdes e encontios entre
nagdes, em busca de nm acordo gue seja adequado
tanio parg paises descnvelvidos economricaments ¢
mgis pelucnics — comp EUA, Japdo, entee oulros—ou
paiscs coonpmicamente menos desenvolvidos.
coto Brasil e paises da Amnérica Lating ¢ Alrica,

As Conferéncias dus WNacdces Unidas sobre o
Kewr Ambiente Homano Estocolma (19723, a do
Moo Ambiente ¢ Desanvolvimento (Eoo=220 ¢ mais
reccnlemente as diversas renmidies pard A assinalura
do Tratadn de Kynte colocaram na mesmd mcsa pa-
ises com inlcresses dislingos. mas com uma condi-
il M COMmUITL: & ComavEngia num tnico planeta

Nesse conlexto, indcialmenle, surgeim as
discussies e torno do tema descnvalvimennls

Man. and as a vesult. discussions were abounding
in Indestrial Furope concerning the pollution
caused by progress and, although stll in o very
idealistic forni 1he need to prescrve Maon: and
flara It was during this period that (he writer
William Gitipin stated

“Wherever man riscs up wilh his tools, de-
formuty fotlows in hig wake His shiovel and
plow. his fences and lurrowed land. were
shocking abuses against the simplhicity and el-
egance of the landscape™ (Mccormuck, 1942}

Around 1880, the cconomic depression
brought the issue heme even more forcefully: 15
industrialization really an advanlage. despite the
pollution i brings®

Today. aliet many vears of mlcnse discussion.
it s heen concluded 1hat an absence of growth or
progress is harmiml to the emvironment and tha e
major 1ask nowadays is how 1o make it suslainable.

During the XX century, the environmental 18-
cue assumed different forms. The theme's focus of
altention altermatod between serious accidents and
imnporianl conlerences.

Accidents like the oil spillage in Alaska result-
ing from the ruptured hull of the Exxon Valder oil
tanker. or the accident in Bhopal — an isocvanide
methyl acid leakage whoch occurred at the Union
Carbide factory in India. killing 2300 people and
lecaving a lurther 20,000 chrosucally 1ll - or the cou-
tinuat deforestarion in the Amazen rainforest, are
alarning the whole world, as it secks o bring the
environmental issue witlin the rzach ol society.

The fear of Lack of resources and of mankind's
comiitment to quality of life are factors that arc pro-
voking discussions arcund the thee.

The last 1hree decades, therefore. have marked
a period of intense discussions and meclings be-
hwean nations. in the scarch for an agrecmend that is
snitable for boil cconomically-developed. more
polluting countries like the USA and Japan, and less
economicallv-developed consitries such as Bravil or
the coumirtes of Latin America and Africa

The “Tnited Mations Conference on the Hu-
man Eovironment” (Stockholm 19723 and “The
United Nations Conference ou BEnvironmeni and
Development ' (UNCED) (Eco-52) and wore recantly,
the meetigs velving (he siguing of the Kyoo
Treatv. have brought aropnd the same negotiating
table connities with different inlerests. bul all with
a comman condition all inhabit the same planet.

1 15 (room this confext Lthat discussions
around the topic of sustainable development
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sustentivel. Segundo Starke (1991}, o tenno desen-
valvimento sustentdvel surge pela primcira vez em
1980, no documente Esrrarggia de Consernvagdo
Mundial, conscrvagao dos recursos vivos para o
desetrvolvimento sustentdvel Esse docuinenio fon
publicado pela Unifio Internacional para & Conscr-
vacdo da Natureza (UICN), pele Fundo Mundial
para Vida Selvazem (WWEF) ¢ pelo Programa das
Nagdes Unidas para o Mewe Ambiente (PNUMA)

D acondo com gsss docaimento

“para scr suslentdvel. ¢ desenvolvimento pre-
cisa levar e conta fatores socials © coologl-
CO&, A85iN como 2condmicns, a4 bases dos
rECursos vives ¢ nio-vivos: a5 vanlagens ds
acies alternatvas, a longo e a curlo prazes”

Em 1987, a Comissio Mundial sobre Meio
Ambiente ¢ Desenvolvimente elaboron uni novo sig-
nificado para o erma. Para a Conussdo, desemvelvi-
menio susicniavel passa a ser “aguele que atende a5
necessidades do preseute sem comprometer i possi-
bilidade de geragdes futuras atenderem as suas pro-
prias necessidades™ {CWIVIAD, 1988).

Mfals recentemenic. no infcio da década de M0,
CONCLATANL 4 swigir 03 Sistemas de Gestio Ambi-
ental, tammbém conhecidos por SGA7 Os 5GA sio
sistemias que buscam o poronaaments dos aspec-
105 ambientals mais critices, com visias a minimizar
o mitigar os principais impactos ambicnlais que as
otganiza¢bes causam ao meio ambictie.

Os SGA cntram ¢ cena quando as organiza-
605 14 cstio operando e procuram aluar diretamente
nas abividades desempenthadas por cssas orgamzad-
¢hies Difersnie, por exemplo, do papet dos ELARIMA
gue Lém por odyerivo a identificagio e a avaliagdo de
impactes ambientais antzs da instalagio e operagao
di empreendimentos ou oiganizagoes com a definigio
e apresentagio de ncdidas mitigadoras realizéiveis. Og
SGA diferem-se ainda das andifonas ambicntans que
1ém por objetivo idewtilicar ndo conformidades ou
problamas ambientais que devam ser selucionados.

& partir do final da década de 90, ¢s sistemas de
acsldo ambicntal implementados passaram a poder
ser cerificados, conferindo ds organizacies um ates-
tado de comprometimento com a melhona conlinus
da relagio de suas atividades com o meio anbicole.

A principal nerma ambiental da atuzlidade €
a norma inlernacional 150 140000 A 150 14001 faz
parte do conjunso 150 14000, sende a (imica notma
certificiavel dentro deste conjunto.

A implemenagio de um SGA scgumde a [50
14041 exige o cumprimento de 17 requisitos nomati-
vos, Esses 17 requisitos devemn ser estruirados de for-
111 4 52 estabelecer um sisioma de melhoria continma.

initially arosz. According to Starke (1991, the
{orm sustainable development first appearcd in
1980, 1n the document ~Strategy for Global Conser-
vation: conservation of hve resources for sustain-
able development”. This docunent was published
by the Toternational Union for the Conscrvation
of Natore {TUCN). the World Wildlife Fund (WWF)
and the United MNations Environmental Program
(UMNEP).

Aceprding to the later document:

“In order (o be sustainable. development needs
to consider social and ecolopical faclors as
well as economic ones: the bases of Invang and
non-living resources. and the advantages of
alternalive actions, in the long and short
terms”’

In 1987, the World Commission en the Envi-
ronment and Development creatod a new meanmg
For the term, Tt defined sustainable development as
“that which meets the needs of the preseut, without
compromising the ability of future gencratiens to
mect their own needs” (CMMALL 19388).

More recently, in the early 1990, Environoen-
tal Management Systems, also known as EME! be-
an to appear. EMS arc svslems that seck (o manage
the most critical environmental aspects, io onder (o
mininFe of fitgate the main crvironmental impacts
canged to the environment by organizations.

ERS come into the scene when organizations
are already operating, and seck 1o act divectly on the
actrvities carricd out by those organizanons. This is
different. for example, from the role of the EIS and
EIR* whose objectives are to idenlily and evaluare
the environmantal inpacts before the introduction
and operalion of businesses ot organizations. pro-
viding a defmiticn and presentabion of practical
mifigating steps. EMS also differ from environmen-
tal audits, whose poal is identify inconsisiencies or

environmental probleins that need to be solved.

From the end of the 1990s, environmental man-
agement systems began 1o become cenificd, pro-
viding orsanizations with a demonstration of thwir
commitment te the continually improving refation-
ship between their activites and the enviroiment.

The main environmental standard in use today
15 Tnlcrnational Statdard [SO L1481, which is a part
of the IS0 14000 group, and 15 the only standard
that can previde cortification”

The implementation of an EMS. according 1o
IS0 14001, requires the fulfiliment of 17 normative
requirements. These 17 requirements should be
siructured in such a way that they establish a svs-
tem of conlinning improvement
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As organizagbes normalmenic decidem
implementar sistemas de gesiio ambiental por mali-
vos diversos. Alpumas afinmam ou acreditam gue
um certificado. como por exemple, o da ISCH 14001,
facilita a entrada de scus produtas em determinados
mercados ou empresas. Outras consideram as
miethorias no processo, advindas de um melhor con-
trole ambiental. wn bom motivo para a implemen-
tacao (heio Ambiente Tndustrial, 19997

A verdade ¢ que cada vox mas ¢mpresas no
Brasil ¢ ng mundo estie implementando sistemas de
pestin ambicntal ¢ buscando uma centificagio para
CEECS SISICmEs,

Mutas metodologias de implementacio vém
sergindo no Drasil. Basicamente existem duas gran-
des vertentes. A vertente mais conhecida por “mao-
delos convencionais de implementagdo’] com forle
influéncia britinica (da norma BS 77300, ¢ a verlenic
com influéncia das escolas de implementacio
cscandinavas ¢ canadenses.

Segundo Scherer (1999), a primeira vertente,

a "convencional’ apresenta {rés caractcristicas
basicas:

L grande detalhamento na (ase de levarntamenio

de aspectos ambientais. sem a devida preocu-

pagio quanto & viabilidade futura da manuten-
Ao 2 atualieagio desses yegastins;

2 énfase imeial na formagio de auditores {con-
trele) ¢ nido na de implementadores (aprendiza-
gemy,

3. pouca preccupagdo em INCorporar o conceito
dec partes interessadas e gestio participativa
no Processo.

A segunda verlentie procurd, por sud vez,
focar mais na dica de melhoria do descimpenho
ambiental, dando mais atengdo aos contreles atra-
ves e moniloramentos ¢ medicdes.

Ainda segunde Scherer (1999), a crinca aos
modelos convencionais surge da pereepgio de al-
pune riseos aysocigdos 4 esses modeles:

l. & visdo csireita e determinista de implemen-

Lagaia:;

2 aburocratizacio normativa.

fadl

. &1 parda de foco e eficiéncia;

4. 0 siress organizacional (auditoria ¢enquanio
controbe);

Lah

3 austncea de instrumentos de aprendizagem.

Ma visdo de Scherer, 05 modelos conven-
clonais ndo agregam ao processo de implementa-
¢do counceitos imporlanies, lais coing: gestio

Organizations mayv decide to implemend envi-
ronmental management systems for various rea-
soms. Soine alfing or beligve that a ceruficalez, such
as the 150 14001, can facilitate the sale of their
products in certain marketls or compantes. hers
think in rzrms of the improved processes resulizng
from better environmental control, as a geod rea-
son for ils implementation (Meio Anbiente Indus-
Lraal. 3990,F

The trulh 15 that companies in Braal and
worldwide are increasingly intreducing cnviron-
menial management systcms and seeking conifica-
tion for those sysicms,

Many implementation methadologies have
anisen m Braril. Basically, there are two main ap-
proaches. The approach bedter known as “cenven-
tinnal implementation models” wldch has a stong
British infuenee (standard BS 77303, and the
approached influenced by the Canadian and
Scandinavian implementation schools.

According to Scherer (1999, the brsi ap-
proach, wluch is the more “comventional oue’ has
thrce basc characlerisiics:

L. A large amount of detailed description in the
plase of investigating environmental aspects
pliase, without the pecessary concern lor the
future viability of maintaining and updanng
these records:

2. Imitial emphasis on the fraining of auditors
{comtrol) and not on the traming of implement-
£1s {learning process);

1 Little concern with incorporating the ideas of
witerested parties and little participanve man-
agement in the process.

The second approach:, on the other hand, fo-
cuses more on a perspective of improving environ-
mental performance, giving greater attention to
controls through monitoring and mcasurcment

Scherer {1999) also statcs thal criticism of con-
ventional models arises from the perceplion of some
risks associatcd with these models.

1. its narrow and determunisic view of impleimen-
tation;

2 its normative huregucratization:

3. us loss of focus and efficiency.

4, ils organizational siress (auditor as control ).

& its lack of learning tools,

[n Bcherer s view. the comventional models do
not add any important concepls 1o the implementa-
hion process such as: participalive management,

an
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parhicipativa, aprendizagem orgamzacional © coo-
eficiéncia produtiva ¢ ccondntica.

A sepunda vertente de mplementacio. nor-
malmente, wiliza-se de mecanismos de auto-supora-
clo de perfermance que podemn ser mais fieis &
garantia de desempenho ambientalmente correto,
fals coma:

a) 05 wnstrumentes de gestde participativa ¢
visual de dessmpenhoe;

b) os programas de cstimulo ccondmico 4
melhoria ¢ a inevagfio ambigntal:

¢} 05 programas de capacitagdo continna e de
AULR=SUPETACA0.

Ambas as vertenres possnem metodologias
utilizadas por empresas para a implementagio da
sells sistemas que obtiveram sucesso € garantiram
certificados pela IS0 14001

Considerando-se as diferengas existenles cn-
1T w5 organizagons ¢ suas culluras, asrcdita-se qus
ha vantagens ¢ desvantapgens nos dois tipos de
metadologias. Contude, o modele de implemen-
tagio apresentado neste artigo, pela propria catac-
teristica da proposta, seguitd a filosalia da segunda
vertenle, incorporands a visfo estratggica o pro-
cesso de implementagio do SGA.

Fsta incorporagdo da visioe csiralépica om
midelos de gestdo © avaliagio deo desempenlio
ainbienlal em sug importineia fundamentada na
necessidade de resposts 4 nndanca na natureza da
detnanda do mercado. Tendéncias no turismo quc
afetardo a demanda utury incluem preocupagies
com a degradacio amnbiental.

2. AIMPORTANCIA DA VISAO
ESTRATEGICA NOS SGA

De acordo com Patrocchi (2000, p. 15), arede
do varidveis inerentes 4 um empreendimento furisi-
co. deve ser centemplada de forma integrada e plo-
bal, por 1350, para ser bem sucedido este tipo de
eprecndimento exige wmg abordagem de plangia-
menle sisiematizada e com visdio de longo pravo, ou
sgja, uma abordagem estratégica.

O plangjamento, cotmno nma visie do ftro e do
caminho a sgr percorrido. contribwi para que tarcfas
sgjam melhor realizadas ¢ objctives mais facilmentc
©atingidos pelas organizagies. Ordena ¢ prioriza
acdes perratinde a utilizacio de caminhos alternati-
vos quando obsticnlos ou dificuldades surgem.

De acords com Campos (2001 p. 18). a protegao

ambiental € nma fimgio da admimistracio de toda A
organraAcio ¢ mmlerfore no plang ankeni cslralegred

organizational learning and productive and cco-
nesnic eco-eficiancy.

The second implementation approach gener-
ally uses mechanisms of performance self-imprave-
meni thal can be mere nseful m gouaraniecing
correct environmenial perfonoance, ¢.p.:

#) paiticipative and visual managemant perform-
ANCE INStMmonts;

b} economuc mcentive prograns [or covirommen-
tal tmprovement and innovalion:,

ch continuous self-improvement training pro-
ETams,

Both approaches contain methodologics used
by companies in the implemnentation of their sys-
tems thal have been successful and have gained
IS0 1406001 certfication.

Taking iute consideration the differences thar
cxisl between the orpanizations and thew cullures,
both tvpes of methodology are thenght to have
advantapss and disadvantages. Wevertheless, the
implementation model presented an this article,
accerding Lo the characteristics of the proposal it-
self, will follow the philosophy of the sceond ap-
proaclL incorporating 4 siratcgic vision in the EMS
insplementalion process.

The importance of incorporaling this steate-
me vision in management models and environ-
wmental performance ¢valuation is based on a
need 1o respond to the changing demands of
the markel. Tourisin trendds that will alfect future
demand include concern about environmentsl
depradation.

2. THE IMPORTANCE OF A
STRATEGIC VISION IN EMS

Acgording to Petroechi {2000, p. 151 the nel-
work of variables inherent (o a tourism enierprse
shouwld be considered in a glohal, integrated way.
Therefore. in order 10 be successful. this tvpe
of cngerpnse requires a sysiemalic and long-term
approach to planning, 1n eother words, a strategic
vision.

Planning. as a vision of the future and a roule
1o be followed, helps organizations to perform tasks
betier and achieve goals more castly. [t orders and
priotitizes activilies, enabling the use ol aliernative
mmethods when ghetacles and difficulties arise.

According to Campos (2008 p. 18), environ-
mental protection is a task that relates to the admin-
istration of the entire organization gnd anvalves
strategic planmng in both the development of
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tanio no desenvolvimento das attvidades de rotina,
como na disenssio de conarios aliernativos

0 grande problema que sc apresenta 2s1d
na ¢ficicia des sistemas de gestio ambiental em
relacdo & infegragio dos objetivos ¢ nictas organiza-
cionas 4 performance ambiental. ou scja, o cumpti-
mento de objetivos ¢ metas ambientais. Ainda nos
dias atuais empreendimentos turisicos sfio criades
considerando-se. num primeiro moments, o negacio
& posieriormente a questdo ambiental, Tal aborda-
Sem possul baixa integragéio entre o ingio ambiente e
a cmpresa.

A ntepracao das questdes ambientais ao pla-
nementa esirale pico confere 3 mesma Lnporianca
aons aspectos da gestdo ambicnital e aos aspectos da
admimistragdo do empreendimenta. Além disso, cla
pernuilc que a visio de longo prazo scja compartilha-
da na relagio cmipresa e meio ambiente, como spon-
tado por Petrocchi (2000, p, 321

“Avisio imediatista promoven ¢ desapareci-
mento de ecossislciias para as peragies seouintes,
Por ¢cxemplo, o madeireiro que destruiu 4 floresta
pensava de forma imediatesta. Hoje cxisie uma toma-
da de consciéncia aniversal dessa impropriedade:
a5 A50es coonomecas devem ter seuw limile na preser-
vagdo do ambicnte para geragdes fururas; ¢ssa
conseidncia ¢ passada para qualquer atividade eco-
ndmica ¢ € essencial para o turtismo. E o desenvalvi-
mento susicntivel”

Lste artige introduz um moedelo delalhado de
compelitvidade focado nos fatores ambicniais de
susicniabilidade associados com cmpresas do setor
nuristico, A multiplicidade de industrias envolvidas
no plangjamento ¢ descuvolvimendo de destinagbes
requer o w50 de modelos competitvos que examinam
as relagdes entre 1odos os pilarcs envelvidos na cria-
o 2 integragio de produtos de valor agregado para
Sustentar recursos. cugquanto mantém relativa posi-
giio de mercado frenle a oniros competidores, O de-
senvolvimento de fuluras destinagdes e empresas
deve ser guiade por eficar ¢ ¢licicnle gerenciaments
com wm oo sobre o consuntidor de base sustenti-
vel. Porante, o gerenciamento de destinagées e em-
presas deve bascar-se nun exanie sistematico das
vanlagens comparativas icas que proporcionam
wim apelo especial de longo tertio para o5 segmentos-
alvo de consumideres viajantes. embora sustehtar 4
longevidade de determinada destinagio on empresa
se lomme uma fungdo de resposta da demanda do mer-
cado ¢ dos desafios da competitividade. E critico para
futuras destinagtes e empresas deservolverem pla-
nos compativeis com as necessidades do mcrcado e
com a integridade do ambienie, pary que a nxdistna
possa manter sua viabilidade ccondmica,

ropling activities and the discussion of alternative
SCLIATIOE,

The muain problem that arises is the efliciency
of cvironmental management svstems in integral-
g orgatizatonal goals and objectives with envi-
tonmental performance, i.c., the achievement of
civirommental objectives and aimg, Even loday, the
prionary concern it the creation of a tourism enter-
prisc is business and only later. the environmental
ez, This approach provides low interaction be-
tween the company and environman.

The inlcgration of environmental issyes in
strategic planning gives equal impoftance e as-
pects of environmental management and business
managemenl. 11 also enables the long-icrm vision
lo be divided 1o the relationship belween the com-
pany and the environment, as noted by Petrocchi
(XN, p. 320

“The immadiatist vision led 1o the disappear-
ance ol ccosystems for successive pencralions.
For example, the loggers who destroyed the forests
used immediatist thinking. Mowadays, there is a uni-
versal awareness concerning this inappropriale
thunking: econommue schions must have their onn
hinuts in preserving the eovironment for future gen-
crations. this awarcness extends o all economic
aclivities, and is essential to tourism. It is a question
of sustainable development’.

This article introduces a detnled competitive-
ness model focusing on the environmental [actons
of sustainabality that are associatzd with companics
in the tonrism sector. The multiplicity of industries
mvolved in the planning and developinent of desti-
nations requires competitive models, in order lo
examine the relavouship between all the pillars
imvolved in the creation and inlegration of value-
added producis 1o sustain resources, while main-
taning their position 1n relation Lo their competitors.
The development of fulure destinalions and com-
panies should be lcd by sffective and clMicient
management. consumer-focused and based on
sustainability. The manspement, of destinations and
companics should, therefore, be based on a svstem-
alic examinalion of the unique comparative advan-
tages that provide special long-term appeal o the
largel sectors of lraveling consumers, while sus-
laining Lhe longevity of a spectfic determunation
or company bocomnes a role of responding 1o 1he
demands of the market and the challenges of
competitivensss. In order for the industry to main-
tain 1ts ecomomic viability, it is essential for fulure
destinations and companies to develop plans that
are compatible with market requirements and
etvironimental miegrity.
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Modelos (radicionais de competitividade (8m
limitado o foco da andlise a fatores relacionados
4 revalidade entre a concerrénea denire de wima
dada indusinia o s, Esta nobivel caractenzagio
da competitividade Tineta 3 andlise 8 indicadores
de performance historicos ¢ pré-determinados, tais
come: participagdo no mercado, crescimento do
mercado ¢ o produto inlerno bmto. Estes o indi-
cadores necessinos para medit o existents nivel de
compehilividade, perém ndo sdo sulicienles na
deternunacae da direcie futura da competithvidade.

3. APRESENTACAQO DO MODELO
3.1 A Utilizagdo do BSC

Conlorme discutido anteriormente. o5 SGA
podem setermar um importanic aliado das organiza-
poes, na medida em goe crism mecanismes de con-
trole dos principais aspectos € impactos ambienlais
identificados. Em linhas perais. o SGA pode ser con-
siderado o primeire passo de uma organizagas quc
pretende gerenciar 45 questdes ambientais associa-
das. d¢ alguma forma, com suas atividades. Porém,
além de perenciar seus aspectos & impactos
ambigitais, as organizacies tambem devenm mani-
festar — nesse inercado lobalizado e cada dia mais
competitive — preocupagdoe com seu desenmpenho
amibizntal.

Bascanclo-se nesta visdo, o SGAD A 1rae como
diferencial & discussdo, durante o processo de
implementagdo do um sistema de pestao ambicntal,
sobre a5 quesiies cstratégicas da organizagdo. Para
iszo 0 SGADA utilizg wna ferrame nta denominada
Balanced Scorecard. mais conhecido como BSC.
com o intuito de inserir as guestdes esteatégicas no
contexte da gestao ¢ desempenha ambicntal

O BSC surpin da mniciatna de Kaplan ¢ Nonon
de criar wm novoe modelo de medigio de desempe-
nho, ji que na cpinido dos autores os modelos de
avaliagdo de desempenho, até entio existentes, ba-
seavam-52 muito em indicadores contabels e finan-
ceiros (Kaplan e Nonton, 1997

Com a finalidade de criarem este nowvo modelo,
Eaplan & Morton organizaram rennides a cada dois me-
ses com representantes de dezenas de organizagdes
de marnfatuns e servigos. desde a indusiria pesada
atg a de altz Wwenolopna. Noma dessas reonides wm dos
participanies apresentou wm “seorecard” Cotporative
quic continha, além das medidas financeiras radicio-
ngis, gutras medidas de desempenho relacionadas 2
prazos de entrepa ao cliente, qualidade e ciclo de pro-
cesso de prodocis, bem como eficicia no desenvolv-
mento de nevos prodotos (Kaplan ¢ Nogton, 1997).

Compelivengss models have traditionally
findied the focus of their analvsis to factors relal-
g (o rivalry among compettors within a given
windustey or country. This common definition of
compelitiveness limits the analysis of listorical
and pre-determued performance indicators such
as: participation in the market, market growih and
gross domestic product. These indicators are es-
sential far measuring the existing level of competi-
tiveness. but they are not enough o determine its
future direction.

3. PRESENTATION OF THE MODEL
3.1 Use of the BSC

As discussed above, the EMS could become
animporiant ally for organizanons in that they cre-
ate control mechanisms {or the prmcipal etnaron-
mnenlal aspects and impacts sdentificd. Tn general
terms, the EMS can be considered as the first
step of an organizabon which inlends lo manage
the ervirgnmental issues associated with its ac-
tivitics. However, besides managing their environ-
mental aspects and impacis, orgamzations should
also be concerned, in this global and increasingly
competitive market, with their environmental
performance,

Based on (his view, the SGALYA contmibutes
discussion of the organizahion’s strafegic 1ssues, as
a differential during the implementation process of
an covironmental management syslene To de this, it
uses a ool called the Balanced Scorecard. better
known as the BSC, which enabkles it to include stra-
legic issues in the context of environmental man-
agement and performance,

The BSC emerged from an initiative of Kaplan
and Nonon, to create a new performance measure-
ment medel, since in the authors’ opinion, the per-
formance evaluation modcls thal cxisted up until
that nme relied heavily on accounting and lingneial
indicators (Kaplan and Maorton, 1997),

In crder 1o create this new model. Kaplan and
Worton organized bi-monthly meclings with repre-
sentatives of dozens of manwfaciuning and service-
based organizations, ranging from heavy industey
to Jugh technology. During one of these meetings.
ong of the participants presented a corporate
“scorecard” which contained, besides the tradi-
tional finaneial measurements, other performance
measurements relating o client delivery mes, gual-
ity and cycle of the production process, and effec-
tiveness in developing of new products (Kaplan
and MNorlon, 19497,
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As discussdes em torno do “soorecard con-
dusdram o grupo & criagio de v “Balanced
Scorecard’ ] bascado na reprosentagio equilibrada
das medidas linanceiras ¢ operacionais, organiza-
dos com base e guatrg perspectivas: financeira.
do chienie, dos processos intemos ¢ de aprendizado
¢ eresgimento’

Em linhas gerais. 0 BSC é um sistema de ges-
140 baseado cm indicadores que impulsionam o de-
sempenhe, proporcionando a organizagio uma
visdo de negoain abrangente, atual e futura, Procura
traduzir 2 missio, a visdo ¢ a estratégia da organiza-
¢in em obiclivos & meolus diferenciadas de acordo
COMm as quatra perspectivas citadas.

Segunde Kaplan e Norton (1997), para o su-
cesse da apheagdo do BSC nas organizagiics, rés
aspecios sio de fundamental importincia;

= 4 integragdo cnire as perapoctivas, para que
cstas mdo se ornem isoladas denore do con-
texma:

* 0 “halanccamento” entre os graus de impor-
téancia dag perspectivas do BSC e

* que o BSC seja visto pela orpanizagdo como
um sistema de gestdo estratégica e ndo so-
mente de gestio financeira

O Balanced Scorecard enfatiza a linportincia
de se propagar a visdio estratépica da organizacio,
para que todos possam alcaugar os objetivos e me-
tas definidos. Apresenta, amnda, importantes dife-
renciais om relagdo ds metodologias que o
precederam, Além de ser a priineira metodologia de
avaliagio de desempenhio gque procura halancear as
perspectivas apresentadas. ¢ tambeém g primeira que
aborda claramente a importincia do processo de
aprendizagem (e ndo so (rcinamento) para o suces-
s0 de uma erganizagas. A relagdo causa-e-cleito &
outro deferencial importants do BSC.

Sendo assim, segundo Rocha (20000, 0 B3C &
mais do que um sistema de medidas, devendo tam-
bem iraduzir a visio ¢ a estratégia de uma unidade de
negdeios em objetivos e medidas tangiveis, que repre-
setttern o equilibrio entre indicadores cxtermos volta-
dos para acionistas ¢ clientes, e medidas internas dos
processos criticos, de inovaglo, aprendizade e cres-
aimento. O Luportante é o equilibrio entre as medidas
de resultade — as conseqiiéncias dos cslorgos do
passade — e 05 vetores de desempenho future.

3.2 O SGADA

Por ser um modelo de implementagio que bys-
ca. além da gestdo ambicntal, avaliar também scu

Discussions of the “scorceard” led the group
te create 1he “halanced seorecard” based on a bal-
anced representation of financial and operalional
meaasuremchls, and organized around four perspec-
tives: NMuancial. client, internal processes and learn-
ing and growth?

In general tenms. the BSC is a management
svslemn based on indicators that stimmlate perform-
aice, providing the organieation with a general
overview of its cnrrent and future business. 11 seeks
o turn the organization's mission, vision and
strategy o dilferentasted goals and obwectives,
accorcing to the four perspecves mentioned.

According to Kaplan and Nerton (197, there
are three fundamentally imporiant aspects for suc-
cessful application of the BSC in erganivations:

* integration berween the perspectives. so
that they do not hecome isolated within the
context.

+ cnsuring 4 balance between the levels of -
portance of the BSC perspectives and

* ensuring that the BSC is viewed by the organi-
zation as a Sirategic management system gand
not just as a financial management system.

The Dalanced Scorecard emphasizes the im-
portance of promoling the orpamzation’s siratcmic
vizion so that all those mvolved can reach the poals
and ohpectives defincd, Tt has some maror differ-
ences from the metholopgies that preceded it
Besides being the first performance evaluation
methodology that secks to halance the perspee-
ltvies presented, it 15 also the first to clearly address
the importance of the leaming precese (and nol
just traming) for the success of an organization.
The cansc-cifect refationship g another important
differential of 1l BEC,

Agcording to Rocha {2000). the BSC is there-
fore more than a system of measurements; it also
translates a business unit’s vision and strategy into
tamgible objectives and measuremants thal vepie-
sent the balance betwezn the exterual indicators re-
lating to shareliolders aud clienix. and the micrnal
measuremants relaling to critical processes, innova-
fion. learming and growth. The important aspect
is the balance between the resulting measurements
— the results of past ¢fTorts — and the funre perforim-
ance mdicators.

3.2 The SGADA

As il 15 an implementation medel that evalu-
ates 1ot only an organization’s envirgnmenial
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desempenho. 0 SGADA possui algumas diferencas
zom relacio aos wodelos tradicionass de imple-
mentagio de SGA.

AISO 14001 prncipal nonma de inplementagiio
de mn SGA. conlempla as scguintes fases: poditica
ambicaial. plangiamcnio. implenieniagdo ¢ opero-
i verificagiio ¢ apdo corvetiva. andlise crifica,
0 modelo de implementagio SrADA possui lanbé
cinco grandes fases, quais sejam: plamefamento do
sistema. planejanestn do desempenio, implemen-
tagde, verificagde, andlise critica. conforme apre-
semtade na Figura 17

As principais diferengas cntre as fases apre-
sentadas na norma [SO 14001 @ as cinco fases
do models SGADA referem-se ao falo de ndo haver,
no SGADA . wma fase especifica para a definigio
da politica ambiental. Neste modelo a politica
ambiental ¢ definida na altima clapa da Fase 1, a fasc
de planeiamento do sistema. Outra diferenga € que,
como 0 SGADA esta também preocupado com
quastdes relacionadas ao desempenho da organiza-
¢io, ha uma [ase especificamente defimida para isso,
aFase 2 do modelo, fase de plangjamento do dessm-
penho,

Devido ao presentc arligo ter por objetivo dis-
culit as contributghes do wma visio cetratégica den-
tro do processo de impicmentacio do um Sistema ds
Gestao Ambiental, a descrigdio do modelo neste tein
estara enfatizando as fases do sisiema que tenham
wma mator relagiio coin as quesides estralégicas,

3.2.1 Fase 1 do Modelo SGADA -
Planejamentn do Sisterna

A primeira fase do SGADA congiste no plane-
jamento do sisiema. Esia fase. por sua vez, conieni-
pla scie clapas distintas. Deslas scle clapas trés
foram definidas a partr da visdo estralégica do BSC,
sio elas: definigio da missdoe ¢ da visio da organi-
cacdo; definicdo das esiratégras orvgonizacionais
¢ defimiodo das perspectivay do B850 As demais
ctapas desta primeira fase do modelo sio ctapas
que normalmente ocorrem em 1odos 05 Processo
de implementagio de SGAs. dicgnostice ¢co-
arganizacional. defiminda dar esfraluras @ Fespoi-
sahilidades: identificacdo dos aipectos ¢ impacios
ambicatals e definigdo da politica ambicatal.

management but also its performance, the SGADA
has several differences compared wilth waditional
EMA implementation medels,

ISO 14061 the principal implementation stand-
ard for the EMA, includes the following phases:
cavirommental poticy, planming, implementalion
and eperafion; verification and aofion correction.
and criticad gnalysis. The SGADA implenentation
model alsoe has five overall phases, which are. sps-
teni planning, performance planning, implementa-
tion; verification. and critical analysis. Those are
presented in Figure 17

The principal dificrences between the
phases of IS0 14001 and the five phases of the
SGAT A model lie in the fact that the SGADA does
not have a specific phase [or the definition of an
environmental policy. Tn the SGADA model, the
erivironmental policy is defined in the last stage
of Phase 1. the syslem-planning phase. Another
difference 15 that as the SGADA also deals with
issues relating to the orpanization’s performance,
a specific phasc is also defined for this purpose,
Phase 2 of the model, which is the performance-
planning phase.

As the objective of this article is to discuss the
contributions of a strategic vision to the iniplemen-
lation process of an Emvironmental Managemen
svstern, a description of the moedel here will ernpha-
size the phases of the system that are most related
to stralegic 155ues.

3.2.1 Phase 1 of the SGADA Model -
Sysiem Planning

The first phase of the 3GADA 1= the system
planning. This phase, in um has seven distinct
Stapes. Of these seven Slages. three were defined
based on the strategic vision of the BSC; they are.
definition of the mission and vision of the organi-
zation, definition af the organizational siralegies.
and definition of the BSC perspectives, The other
Stages of this first phase of the model arc Stages
that pormally occur in any EMA implementation
provess; eco-orgamizational diggnosts definifion
of strctures and vesponsibilities. identiffcation of
environnental aspects ard impacts. and defimiion
af the environmenial policy
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Figura 1. Fluxograma de Fases e Etapas do Modzle SGGAD A
Figure 1. Flow Chart of Phases and Stages of the SGADA Model

Pura 3 delinigio da missdo e da visdo da orga-
nizagdo, o implemeniador do SGAD A deve analisar
a melhor maneira de defind-las, observando as canic-
teristicas da organizagic. A maiorig das orpaniza-
goes ja tem de alguwma forma delinidas sua missdo ¢
sua visdo. Neste caso, cabe ao implomentador
avalia-las e, caso necessdnio, promover as adegua-
gics nocessanias

Mos modelos tradicionais de implementagiio
dc um SGA, a etapa de defimgde das esiralégias
OTEANIZACIONMS NA0 eXiste, tAMPORCT N discussia
mais aprofundada em tome deste assito, caso es-
Lag csiralcgias ja tenham sido definidas previamente
pela organizacio. No caso do SGADA, como o mode-
lo preiends criar meios de acompanhar seu desempe-
nho ambicntal, além ds controlar szus aspecios ¢
nnpaclos ambicnlais, definir a5 estratépias organiza-
CLONIELS & 1N PaSs0 qRIC 5C toIma necessario

In order to define the organization’s mission
and vision, the SGADA implernenter shonld analyze
the best way of defining these, taking into account
the characionstics ofthe orgamization, The mgjority
of organirations have alrcady defincd their mission
and vision in some formo. In these cases, the imple-
menler s fask 15 1o cvaluaie them, and where noocs-
saty, make the nocessary adjusiments,

In traditional EMA nnplementation models.
Lhe Slage of delining organizationial sirategies does
not exist. much less any deeper discussion of this
subject in cases where these stratcgics have alrcady
been defined by the organization. In the case of the
SCADA, the definibon of arganizational sirategiss
becomes a necessary siep, as e wedel is intended
Lo create a means of enabling argatizations 1o mor-
Lot their environimental petferatnce, as well as cont-
trol their envirenmental aspects and Lmpacts.
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Mo madelo SGADA, as estratdéging deven ser
desdebradas. ao fongo do processo de implermen-
tagdio, e obgetives arganizacionais ¢ objelivos espe-
cificos. auwxtliando na definigdo dos fatores eriticos de
sncesso £ consegicnicmente, na definigao dos ind-
cadores de desempenho. Portanto. & fundamental que
lais estrategias sejam definidas antes da continuida-
di do processo de implementagio. No case de uma
organivagio que ja renha snas estratégias definidas,
cabe aqui um momento de reflexdo sobte as mesmas,

As primeitas contribuigies do BSC a0 SGADA
deram-se alraveés das defiupdes da visio o das ¢stra-
tégas da organizagio. A elapa da “Perspectivas do
BEC” refere-sc & mais wing contribuigdo do BSC ao
SGADA, A definigio das perspectivas do BSC sc da
atraves da ntlizacdo do Painel de Bordo do BSCH

Conlorme discutido anteriormente, o BSC radici-
onal passud quatto perspectivas que deverio ser balan-
ceadas para o sucesso da organizacdo: a perspectiva
financeir, a perspecliva do cliente, a dos processos
mremos e a de aprendizado e cresciinento. Mas cada
Organizagio possm suas caracleristicas ¢ momenios
proprios. sendoe assimn, esla elapa pode considerar ne-
cessano a alleragio destas perspectivas, como por
exemplo. a inclusio d= wna perspectiva ambiental

3.2.2 Fase 2 do Modelo SGADA -
Plancjamentn do Desempento

A segunda fase do medelo de implementacio
SGADA denomina-se fase de planejamento do
desempenho e contenmpla scle etapas, conforme
apresentado na Figura 1) efjelives orgamizacio-
iy, fatores criticos de sucessd, oljerives e melas
ambientais, andlise prévia. definigfo dos requisi-
tos legois: programas de geside & indicadores de
desempenio ambientad. Esta fase tem por objclivo
criar condigdes, no processo de implomentagio,
de se avaliar o desempenho da organizagio ¢ nde
somente gerenciar os impacios smbicntais dendifi-
cadas.

De posse da politica ambiental & das demais
etapas da fase de plancjamento do sistema, a orga-
nizacio deverd ntilizar outras etapas do BSC como
contribuigio para melhor definir as diretnzes que
suportariio todo sistewna (visdo fop-down), possibi-
litando assim uma melhor interagio das quesiocs
amhientais is questbes estratégicas da organizagio
como wm todo, sob o enfoque das perspectivas do
BSC e da relacia causa-e-efeine,

A clapa de definigio dos olyetivos orgamzacio-
nais deste modelo prové o desdobramento das estra-
Iégias orpanizacionais. defimdas na fase de plane-
jamento do sistema. em objetivos organizacionais.

In the SGADA model, the stratcgics should be
developed threnghout the implementation p1ocess
ino organizalional and specific ohicetives, therehy
helping to define critical success factors and conse-
quenthy, performance indicaters. [tis therefore fui-
dainental to define these sirategies bofore the
implementation process confinues. 1f the organta-
tion Las already defined its strategics. il is worlh
takiug lime o reflect on them

The first contnbutions of the B5C to the
SG:ADA were made through the defintion of the or-
ganizational vision and stralegies. The “BSC Per-
spechives” Stage is another contribution made by
the BSC 10 the SGADA. The BEC perspectives were
defined by the BSC Panel?

As discussed carlier, the traditional BSC
has four perspectives, which must be bulanced if
the organization is to be successful: the financial
perspective, the client perspective, the internal
processes perspective and the learning and
growth perspective. But as every organization has
its own chatacteristics and linung, it may become
necessary during this Stape to alter thess perspec-
tives 1o inciude, for cxample, an environmental
perspeclive.

3.2.2 Phase 2 of the SGADA Maodel -
Performance Planning

The second phase of the SGADA implementa-
lion moedel is called the performance planning
phuse. 11 has seven Stagss. as shown in Figure 1
organizational objectives, critical SHCCERT fiTciors:,
environmental ehrectives and goals, prior analy-
sty definition of legal requiremenis, managenivit
pragramy. and envirorenckital performonce indica-
tors. The objective of this phase is not only 1o man-
ape {he environmental impacts identified, but to
create the condinons, in the implomentation proc-
ess. that will enable the evaluation of the organiza-
tian's performance.

Onee an environmental policy and the ether
Stages of the svstem planming phase are m place,
the organizalion should nse the other Stages of the
BSC to help it to better define the directives that will
support the whole systzm (lop-down vision},
therehy enabling better interaction between the en-
vironmenial and strategic issucs of the organization
as & whole in terms of the BSC perspectives and
cause-cllect relationship.

The modcl’s definition of organizational
objectives Stape requires the development of
the organizanonal stratepics, as defimed in the sys-
tem planning phase, mie organizational objectives.
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Para tante. esta elapa uithiza duas ferramentas. o pai-
nel de bords do BSC e o encadeamento dos objelivos
ofganizacionais de cada wina das perspectivas do
BEC. visando represeola: a relacis cansa-c-cleio
entre oz objetivos delinidos.

LUina parde do painel dg bordoe do BSC deve der
sido preenchida comn iwlennagdes de ctapas anterio-
res — coma, per exemplo. 4 clapa das estraléglas
organizacionais ¢ das perspeclivas do BSC. A partir
destas informages ja precnchidas, a etapa de defini-
¢lo dos objetrios organizacionais visa garanur que
05 chiettvos estejam perfeilamente alinhados 4s es-
tralégias da organizacho ¢ ds perspeclivas do BSC,

Ainda come contribuigde de BSC. o modeln
SGADA prové nesta segundi fase a definicho dos
lwores criticos de sncesso {FCS), ou scja, aqueles
[atares ou processos que sio vitais para a organiza-
¢do e que. portanto, devem ter uma atengdo especial.

No BSC os FCS sdo importantes para auxi-
Larem no dirccionanenio dos pontos realments
mals crilicos de cada wina das perspactivas. Ou scja.
o BSC define as porspectivas e os FUS se configu-
rain ¢omg ¢os fatores mais impartantes para o alcan-
e dos abjetivos do BSC.

Mo caso do SGADA. os FCS tém basicamente o
mesmo papel, configuram-se como os ponlos mais
importantes para atingir os objetivos de cada unia
das perspectivas do painel de bordo, anxiliando as-
<im o aleance dos objetivos relacionados ao SGAD A

A terceir glapa da segunda fase de SGADA
define os objotivos ¢ metas ambientais, uiihizando-
se. sobretudo. de informagdes obtidas da plamilha
de significineia, dos fatores crittcos de sucesso ¢
dos objetvos orgamzacionais obtides a partir do
painel de bordo do BSC.

Apos a delinigio dos objotivos & metas
ambientais, ¢ inodelo SGADA preve uma andlise pré-
via. O obyetive desta andlisg ¢ realizar na reiroali-
mcntacio on feedpact do sistema, on seja. avaliar
quesiecs, como: aspectos ¢ impactos identificadas.
fatores criticos de sucesso e estratégias da organiza-
o ¢ checar s2 08 objelivos e metas ambicntas estio

calmente relacionados com todos estes pontos.,
{aso ndo estejam. dove-se realiear uma revisio em
rodas as clapas até cnlio cuampridas, para verificar se
05 chjetivos ¢ metas ambientais estdio realmente
upoiados nog pontos mais criticos da organizagio e
inlegrades 4 sua visdo e esiraégias.

Chlras trés etapas [azem parile aivda desta
fase de plangjameuto do desempenbo: a etapa dos
requisiies legais ¢ programa de gesifio — sendo es-
sas reguisilos de qualguer implementagio de SGA -

This Stape uses wo lools 1o accomplish this;
the BSC panel and the sequencing of orgam zatiotal
pbiectives for each of the BSC perspectives. in
arder to represenl the cansc-effect relationship
between the objectives defined

Une part of the BSC panel should have heen
filled i with complete information from previons
Slages. such as the organizational strategics Slage
and the B5C perspectives. Based on this informa-
tion, the deflinition of organizational objectives
Slage can guaranicc that the obectives are per-
fecily aligned with the orgamzational strategics and
the BSC perspectives.

As another coutribution of the BSC. the
SGADA requires, during this sccond phase.
the dehuition of critical success factors (CSE).
Le. [actors or processes which are vital to the or-
ganizition and which, therefore. deserve epecial
attention,

tn the BSC, the CSF are important for helping
to puide the wost eritizal aspects of cach of the
perspectives. In other words, the BSC defines
the perspectives and the CST arg the mnost impor-
tant Tactors for reaching the BESC ohjectives,

Inn the case of the SGADA, tle CSF baswcally
fulfill the same function, boing the important factors
[or achicving the objectives of each of the porepec-
tives of the BSC panel. thereby helping to achicve
Lhe objoctives of the SGADA.

The third Stage of the second plase of the
SGADA delines the cuvironmental goals and objoc-
tives, principally using infonnation obtaned from
the stgnificance plan, the critical success factors
a1 Lhe organizational objectives derived from (e
BSC panel.

Afler defining the environmental objectives
and goals, the SGADA model requires a prior analy-
sis. The aim ef this analysis is 1o provide leedback
an the svstem, e 1o evalusie issoes suel as: as-
pects and impacts wewificd. critical success factors
and prgauizalional strategies, and w check whether
the cuvirpnmigmal goals and objectives are, in fact,
related to all these aspects. If they are net. all the
Stages completed up to that point need to be re-
vised. to venify whather ihe emvironmental goals
and objectives are (ruly based on Ibe mest crilical
aspects of the organization and integrated witl iis
vision and stralegies. '

The other Wree Stages form pard of this per-
formauce planning phase: the legal requirements
and managoment program Stage — which are re-
quircments for any EMA implementation — and the




Tunsmo Yisdowm Agan - aned ond -0 ahrdsel- 200l

e a etapa de defingdo dos indicadares de desempe-
nho ambiental (1A,

Estes indicadores s50 definidos com o anxilio
do processo do Bulmiced Scorecard (BSC) Te
acordo com o principal abjetivo ¢ diferenciacio do
medelo SGADA. os IDA devem estar relacionados
nao sommente acs principais fatores criticos ambien-
tais da organizaciio, 1nas tanbdém i estraldgias, ob-
jetivos e fatlores criticos de sucesso da mesima.

A definiciio dos indicadores de desempenhe
ambiental ¢ mais mna contribuigho importants do
Salanced Scorecard (B30 ao SGADA. Num BSC.
definir o5 indicadores de desempenho talvez sefa
umi das tarefas mais dificeis. No SGADA isto ndoé
diferente. A definicdo dos ingdicadores de desempe-
uho ambiental & uma das etapas mais importantzs de
toda a implementacdo

3.2.3 Fase 3 do Madelo SGADA — Implementagio

A terceira fase do modelo SGATIA consiste de
cinco etapas. Esta fase talver seja a fase com nuior
énfase em docnmentagio, porém com foce em de-
sempenhno e nido em normatizagdo, como nos mode-
los mais convencionais de implementagio

A primeira elapa desta fase ¢ a de Lieinamento,
conscienlizacio o compeléncia, quando a organiza-
Ao devera delinir as necessidades de trewnamenio.
bem como as principais atividades ¢ tarofas que pos-
sam criar impacto significativo ne mcio antbicnis.

A wopuncda clapy, a do comunicagio, provt o
defnigio de lodos os procossos de comunicagio
inlerna ¢ exlerng gee guxiliarao na imploneniagio o
manuengae do SGADA. Coma ng caso da ctapa de
remainento, lodas as clapas anferiores 4 de comuo-
nicagdo sdo inportantes, sobretudo as clapas de

definigio dos alores criticos de sucesso ¢ dos mdi-

cadores de descmpenho ambiciial.

A torceira olapa da fase de implementagao
consiste na ctapa de controle de docnmentos ¢ re-
gistros, ent que deverdo ser definidas as formas de
controlar todos os documnentes, inclusive regisiros
duo sistema.

O clemente de documentagdo estrumra o
cistema normativoe de qualquer sistema de gestio,
Segundo g NBR IS0 14004 (1996, p. 22,

“a existéncia de documentagdo do 5GA con-
tribui para a couscientizagdo dos empregados
sobre o que & necessdrio para atingir os obje-
tivos ambientais da organizacdo e permitir
a avaliacio do sistema e do desempenho
mubicnial”

defimtion of envivonmental performance indicalors
FEPD Stage

These mndicaiors are defived using the Bal-
anced Scorecard (BRC) process. According te the
main chjective and differenfution of the SGADA
madal, the EPT shoold relate nod only to the orgati-
zatwon's principat critical environmental factors, bt
also to its stratepies, objectives and critical snccess
Tactors.

The definilion of environmental pedformance
indicators 15 anather important conteibution of the
Balanced Scorceard (BSC) 1o the SGADA Tna BSC,
defining ihe performance indicators can be one of
the most difficull tasks. This is no difTferent for the
SGADA. The definition of cavironinedal perfornm-
ance indicators is one of the most inportant slages
m the whole implementation process.

3.2.3 Phase 3 of the SGADA Model -
Implementution

The third phase of the SGALMA consists of five
Stages. This mayv be the phase that is given mest
emphasis in docomentation. bul unlike the more
conventional implemeniation modals, i1t focuses on
poerformance rather thas on standardization.

The first Siage of this phase is training, awarc-
ness and competence, and is the Stage in which the
organization should define its frmning needs, as
well as the principal activitics and 1asks that may
have important ampacts on the covironment.

The sceond Stage, that of communication,
reguires the definition of all e communication proc-
¢gses, bolth imtermal and external. that will assest in
the implementation and maintcnance of the SGADA
Az with the trawining Stage, all the Stages prior to the
comimunication Siage are important, particularly
the Stages which imvolve defiming crilical success
factors and emvironmental performance indicators.

The third Stage of the wplementation phase
cansists al the control of documents and records
Stage. in which ihe methods arve defined for control-
ling all documents, including records of the system.

The dosumentalion element s what gives
struclure 1o the normuative systom of any manages-
meni syston. According to the NBR 150 14004
(1996, 1. 223,

“thie exisignee of SGA decumentation helps to
make emplovees aware of what s required
to achieve the arganteation’s emvironmental
obicctives and cnable the evaluation of the
svstem, and of environmental perfonnance”




Tunismo  Visiooe Adio o ano 4 - nl ;Tl.-l:'-nﬁﬁ- anrrel 20|

A fim de assegurar que a politica, os objetivos
€ as metas ambientais ¢a organzagio possam ser
alcangados. a etapa de controle eperacional iquarta
etapa) deve 1dentificar e propor formas de gerenciar
as principals operagies ¢ atividades associadas aos
impactos ambicnlas mais significativos

A etapa de controle operacional tem muita re-
lagfio com a etapa antetior de controle de documen-
s & registros.

Fura # reahizacio desta etapa faz-se necossario
0 estabelecimento e manutencio de procedimentos
documentados que sbramam simagfes nas quas
siA Auséncin possa acarretar desvios em relacio &
politica ambiental e aos objetives e metas ambien-
tais, Para o estabelecimento dos controles, o SGADA
contempla quatro categorias:

* controles de atividades de prevencios: ativida-
des deshinadas a preventr a poluicio e conser-
vagio do recursos;

conirales de atrvidades de gostao: aovidades
de pestao difria para asscpurar conformidade
ooIn 0% redquisitos infernos ¢ extemos da orga-
nizagio ¢ garanir cficiéncia ¢ chicacia;

» controles estratégicos: atividades de pestio

esirateégica destinadas a antecipar e atender a
novios Iequisitos ambientais, e

controles de apoio; atividades de apoio 4 ope-
ragio do SGADA (controle legal, avaliacao
de fornecedares, controle de mvestimentas
ambicntais),

A quinta e 0ltima etapa desta terceira fase, ade
preparagiio e atendimento a emergéncias, dave esta-
belecer e manter procedimentos para idsntificar o
potencial de atendimento a acidentes e sitmagdes de
SIMergencia, bem como prevenir e mitigar os impac-
tos ambicniais que possam estar associados a estas
emergéngias,

3.2.4 Fase 4 do Maodely SGADA - Yerificag §o

A fage de verificacio terd maior endogue na
identilicacio das nfo conformidades ambientais do
sisletla, Assume-se que, por ser esta uma e de
verificagfio, lodas as etlapas antetiores $30 impot-
tantes e fornecem intormagdes ticas para as wés ¢la-
pas desia fase.

E importante lembrar que um dos principais
objetivos do SGADA € o do demonstrar descmpe-
nho. Sendo assim, deve apresentar resullados quan-
tificaveis de desempenhe. resultados esies que
possam ser medidos @ monitorados. Tresta forma,

In order to ensure that the organization’s
pelicy, envirowmental goals and obyeclives can be
achieved, the operational control Stage {the fourth
Stage) should identify and provide forms of manag-
ing the prineipal operations and activifies associ-
ated with the magor environmental ipacts.

The operational comrol Stape is strongly
linked to the previous Stage of documcnl and
records conirol.

In order o accomplish this Stage, 1t is neces-
sary toestablish and maintain the documentary pro-
cedures for situations i which the absence of such
procedures could lead to deviations from the envi-
ronmental policy and environmental goals and ob-
jectives, The SGADA containg four categories for
the establishment of controls,

+ controls for preventative aclivilics, activities

aimed at preventing pollution and conserving
reS0uroes,

conlrals for management activities: daily man-
agement achivities to ensure confonmily with
the internal and external requirements of the
organization and to puaraotes ellicicncy and
effectivencss;

« strategic controls; strategic management ac-
tivities aimed at anticipating and meeting the
new environmental demands: and

* support controls, activities which support the
operation of the SGADA (legal control, evalu-
ation of supplicrs, contral of envirownentsl
mvesiments),

‘The fifth and final Stage of this third phase,
that of preparing for and responding (0 emgrgesn-
cles, should establish and mamtain procedures for
identifving the potential capability (o respond w
accidents and cmergency siluations, and o prevent
and miligate any environmental impacts that may be
related to these emergencies.

3.2.4 Phase 4 of the SGADA Model — Verification

The verification phase is the one which is
given mosl focus in the identification of environ-
mental non-condormities of the svstern. As thisisa
phase of vetrification, all the previous Stages arc as-
sumed to be important, and are a rich source of in-
formation for the three Stages of this phase.

It i1s important to remember that one of the
principal ohjectives of the SGADA is ta demon-
strate performance. This being the case, it should
present quantifiable performance results that can
be measured and monitored. This Stage can thos

an
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csia ¢lapa poderi domonstrar @s paries inlercssa-
das que o SGADHA csta implementada @ representa
melhorias concrelas de desempenho.

A pnmeira clapa da fase de verificacio cstd
embasada em quatro preccupagdcs:

= identificacio de indicadores de desempenho
amhiental, objetivos, venficdvels ¢ raprodu-
ziveis (Etapas 2.2 e 2.7

« implementacio de una sizlemanca de monito-
ramendo ambicutal para inensuragiio destes
indicadores;

+ implementagio de procedimentos de garaniia
a confiabihdade dos dados: g

= implementagiio de procedimento para avaliagio
periodica do atzndimenta 4 legislacio e regula-
mentos ambientais perhincries (Etapa 2.5).

Mo SGADA as atividades de monitoramento
dividem-se em dois ipos:

» mendaramenio de rotina: contemplados ape-
nas nos padries e nonnas do SGADA:

» monitoraments esporddice. podende ou niio
estar relacionado 2 exipéncias nonmalivas ou
internas i organdzacdio.

A segunda etapa desta quarta fase. a clapa de
anditorias ambientais. deve estabelecer ¢ maner
programas e procedimentos para audilonas penddi-
cas do sistema de gestdo e avaliagio do descmpe-
nho ambiental, visando determinar s ¢ sistemna csta
e conformidade com as disposigics plancjadas, se
este fol e s mantém implementado, bom coma for-
necer 4 toda a organizagdo informagdes sebre os
resultados da auditona.

Mdguns modelos de implemetagiio adotam a
pritica de auditorias desde o inicio da implemen=
lacico do sistema. Wo caso do SOCGADA, esta pratica
nfio ¢ adotada. Antes de iniciar o processo do audi-
torias ambientais, tanto a equipe de implomentacio
quante a equipe de suditores dovera ter bastante
tretnamento, vivéncia e conhecimenio sebre o siste-
ma & suas peculiaridades para que ag auditorias nio
se tornem instrumentos de controle ¢ punigdo.

Todas as informagdes obtidas atraves das au-
ditoriag sdo registradas, formalizadas e passadas ao
coordenador do sistema e 4 alta diregio da empresa,
para gue as melhorias necessanias possam ser reali-
zadas. :

Normalimente as auditortas ambicntais identifi-
cam ndo conformidades, porém nen scmpre 3 ndo
conformidade identificada apresenty de forma clara
a raiz do problema. A partir das informages obtidas
pelas auditonias, tanto a equipe de implementacdo

demonstrate 1o Lhe interested parties that the
SGADA nas been implemented and that 1t repre-
sents concrele improvetneuts i performance.

The first Stage ef the verification phase is
bascd on four concerns:

s idennfication of the environmental perform-
ance indicators Lhal arc cbjective. verifiable
and reproducible {(Stages 2.5 and 2 7);

« implementation of an environmental monitor-
ing svsiem for measuring these indicators,

« Linplementation of procedures for guarantsc-
ing the rcliability of the data, and

» implementation of a procedure for regular
evaluation of fulfillment of the relevant
environmental logislation and regulations
{Stage 2.5).

In the SGADA, the momtoring aclivities are
divided into Iwo Ivpes:

« mortitoring of roufines: relates only 10 the
srandards and normne of the SGADA:

- sporadic monitormg: IAY OF May not be re-
lated to the normative or internal requitements
af the organization.

The sccond Stage of this fourth phase, the
environmenta! audit Stage, should cstablish and
maintain programs and procedures for periodical
audits of the management svstem and evaluation of
emvironmental performamce, ained at determining
whether the system conforms with the planned con-
trods, if such a system has been and remains imple-
mented, as well as provading (hie whole orgamzation
with information on the results of the audir.

Some implementation models adopt the
practice of carrying oul audits from the beginning
of the implementation process This pracuce is
not adopted 1n the SGADA, Before beginning
the environmental andit process, both the implc-
mentation team and the wcam of audicors should
be fully 1ramned, with experience and knewledpe
of the svstem and its peculiarities, so that the
audits do not become instruments of conirol and
punishment.

All the information ebtained through the
andits 15 recorded, formalized and passed to
the system coordinator and the company's higher
management, for the necessary improvements o
be made.

Normally, the envircawmental audits identify
non-conformilics. However, the non-conformities
identificd da not always cleatly show the root of the
problem, Based on the inlformation obtained fromn
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Quanto a cquipe de andirores doverd realizar a anali-
€ ¢a ndo conlonnidade

Ma etapa de ndo confornudades ¢ agdes correl-
a5 € preventvas, a organizacio deverd estabelecer ¢
manter procedunentos para definir responsabalida-
des ¢ awwridades para (ratar € investigar as ndo-
corformidades. adotando medidas pars mitigar
yualsquer Impactos atraves das agéos corretivas ¢
[JfC\CllLl\-'EIS,

Porém. uma das mmeres dificuldades de qual-
guer sistema de gestdo ammental ¢ a anglise das ndo
conformidades e deternunacio das aghes conretivas e
preventivas necessdrias a cada caso. Tsto pergue
nem sempre 2 ndo conformidade identificada apre-
senta claramente a sua verdadeira causa. Caso a ava-
lingdo sepa feita de forma incorresa, o sislema estard
tratzaiadoe os efeitos ¢ ndo suas verdadeiras causas, e
assim, mute provavelmente, ter-se-i dificuldades
parg manter v processo de melhona continua.

Em geral as nfo conformidades sio identifi-
cadas atraves das anditerias vealizadas periodi-
camente. O SGADA, porém. tem por filosolia o
processo de aprendizado e com isso busca capaci-
tar todos os funciowirios a conseguir idenlificar as
interfaces das suas atividades com o meio ambiente.
Sendo assim. 1ades poderio, com maior facil:dade,
identificar nfe conformidades. contribuinde pary o
processo da melhoria continea do sislems

3,15 Fase 5 do Modelo SGADA - Andlise Critica

A maioria dos sicigmas de gestio define a
andlise critica come wna avaliagho formal, realizada
pela alta administragio, que objetiva verificar o
estado de adequacis do sistema em relacde 4 poli-
ca estabelecida ¢ seus pnincipos, Trata-se de um
dos elementos chave para o processo de melhoria
continug,

Estaquinta fasc do SCADMA deve analisar ctiti-
camente o sisteina, gerando 0s proxinoes passos
para a melhona continua do mesmo. O principal re-
sultado desta amlise critica doverd ser a rettoali-
mentagio do processo. avaliando se os impactos
ambientais identificados ¢ priorizados na primeira
fase estdo sob controle ¢ s¢ o5 indicaderes de de-
sempeatho ambicntal ¢ os Tafores criticos de suces-
so, definidos na fase de plangjamento. devern ou
nio ser alterados.

i BADA a analise critica deve ser dividida
em duas etapas A pruncira etapa € realizada pelo

nivel de voordenagio do SGAD A, que procura ana-
lisar criticamente:

* relatérios de atendinento legal;

the andits. the implementation and andit teams
should carry out an analysis ol non-conformity.

[n the Srage relating 1¢ non-conforimities and
corrective and prevenlative measures, the organiza-
tion should establish and maintain precedures 1o
define the respensibilitics and authorites or deal-
ing wilh and invesligatng any non-conformities,
adopting measures W miligate any umpacts through
corrective and preventilive measures.

Omg of the greatest difficulises, however, of any
environmental management system is analyzing
non-conformities and determining the necessary
correolive and preventive measures in ecach case
Tlug 15 because non-conformily docs not always
clearly idenafv its true cause. I the evaluation is
carricd out mmcorectly, the svsiem will be treating
with the effects and not the real causes and it is
Lighly likely that it will be difficull 1o maintain a
process ol continued 1mprovemsnt.

In general, non-conformtizs are identified
through periodical audits. The SGADA philosophy,
however, stresses the importance of the learning
process, and trains stafl to be able (o identify the
points of interface between Lheir activities and
Lhe environment. Thus, it becomes easier for every-
onc involved to identify non-conformities, therghy
contribunng to the continued improvement of the
process of the systam.

3.2.5 Phase 5 of the SGADA Model -
Critical Analysis

The majority of management sysiems defing
critical analvsis ag a formal evaluation, carried
out by higher management, with the aimn of verifving
the system's effectiveness in relation to the estab-
lished pohcy and its principies. It is one of the key
elements in the process of continned improvement.

This fifth phase of the SGADA reguires a crili-
cal analysis of the system. generating the next steps
for the system's connnped improvement. The main
result of this critical analysis should be {o provide
feedback on the process, evaluating whether the
envirommental impacts identified and prioritized in
the first phase arve under cantrol, and whether or no)
e crvironmental performance incicators and criti-
cal success factors defined in the planning pliase
fjeed to be altered.

Inthe SGADA. the critical analysis should be
divided 1nto rwo Stages. The lirst Stape is carred
ot by the SGADA coordinators. and seeks o crifi-
cally analyre the following:

* repors on fiellillment of legal requirements.
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= alicragdes em produlos on alividades da orga-
iAo,

» incidepies e acldentes ainbieniais e
* o5 indicadores de descmpenho ambiental.

Ao Ml desta prinveira elapa, deve-se elaborar
win relatorio contendo andhiscs, deliberagao ¢ su-
gestbes dos pariicipantes. Esle relalorio deyve ser
encaminhado 3 alia admninisteagio.

A segunda ctapa deve ser reatizada pela ala
adnunistragio da cinpresa, gue devend analisar criti-
camente, além o relatono da primeira clapa

» o5 abjotivos e melas snkbientais;
= 0% relatories de anditona do SGADA:

+ evenlnais relatdrios de desemipenho do sis-
lema;

= eventuais relatdnoes gerenciais de avaliagdo e
supestbes;

+ informagoes das andlises de ndo conformida-
des, agles corrctivas e preventivas e

+ planos de imvestimentos,

CONCLUSOES

A grande contribnugdo da visho do BSC ao pro-
cess0 procede de trés aspectos principais O primeiro
aspecto diz respeito ao processo de aprendizagen.
Fara que wm sistemna de pestio gnbicnial depois de
implamantado {e nermalimenie certificado) possa ser
mantido, ym dos fatores mais crilicos ¢ o procasso de
aprendizapem, Se g organizagdo, ¢ conseqiicntemen-
te seus funciondrios, ndo se engajarem desde o inicio
NQ PEOCSESC £ 8¢ 4 organizacin nele nf&o investir atia-
vis de treinamentos visando aprendizagem, muito
provavelmente em alguns anos o sistera se lonara
ineficaz. lrazendo prejinizos 4 organi»acio ¢ ac meio
ambiente. Sendo assim, o processoe de aprendizado e
crescimenta discutide e difundide pelo BSC éum dos
tatores que justificam sua ntilizagio.

Um segundo ponta ¢ a relagio causa-e-efeito,
destacada durante todo o processe de aprescnlg-
cdo do BEC. Esta relagiio de que tode efeito estd
atrelade @ uma ou mas Ccausas pormite 4 organiza-
gin cornpi erros de percurso de forma mais eficien-
te. 5¢ o cletto € positive para 4 organizacgdio podera
seT propagado. se for negativa, poderd ser evitado
uo futnro através da corregiio da sua causa.

Oherceiro aspecto que procura justficar a nil-
zagao do BEC no processo de implementacio de
um SGA, visando melhoria no processo de avaliacio

* alteranons 1o the organizations products or
activitias:

v crrvironmieital incidenls or accidents; and
= ctivironmental performance indicators.

Al the end of the first Stage. a report shonld be
drawn up containing analyses, decisions and par-
ticipants’ suggestions. This report should be deliv-
ered to lugher managemst.

The second Stage should be carried out by 1he
higher management of the company, who should
criiically analyvee, in addifion to the repont of the first
stage. the following.

» the environmenial goals and objectives:
« the anchi reports of the SGADA:
* oocasional reports on the sysiem's performance:

= occasional mansgement reports conbaminp
avaluation and suggestions,

« ifprmation concerning the analyses of nou-
conlermilics, and cotrective and prevenialive
actions: and

« investment plans.

CONCLUSIONS

The mager contribution of the BSC approach
lo 1he EMA implementation process relales to three
principal aspects 'The first aspect 15 the leartng
process. norder for an emvironmental management
svstem to be maimtaned after 1s implementaiion
tand normalfy, certification). ong of (he st critical
factors is (he fcaming process. If the organiration.
and consequently tis staff, are nof involved in this
process (rom the beginning, and 1f the organization
does not invest in them through training, 1t is lnghly
likcly that the system will becoime ineMective within
a [ew wears, potentially harming the erganization
and the eovironment. In view of this, the learning
and growth process discussed and advocaled by
the BSC is ong of the Factors justilying ils use.

A second factor is the causc-cffect relanon-
ship that is highlighted during the entire BSC pres-
cntation process. This relationship. wherehy cvery
cilect 15 hnked to one or more cacses. omibles the
otgatization to correct directiomal grrors more effec-
tvely. IF the effect 4= positive for the orzanization
it ¢an be propagated, if negative. it can be avoided
izt the Myture by correcting ils causes.

The third aspect that can justify (hg use of the

BSC i the implementation of an EMA is the top-
down vision of the BSC, which aims (o improve the
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do desemnpenho ndo so ambiental, mas tambéim da
interacio deste desempenho a0 desempenho global
da orpanizacio, ¢ justamentc a visio fop-down (de
cina para baixo) existente no BSC. O Halonced
Searecard prove que as estratégias definidas pela
alta divegio scjam amplamente repassadas para 0s
niveis mais baixos da Micrarguia organizacional,
Mazendo com que cada individuo sinta-5¢ “dene ' do
seu processo. promovendo melkorias, maniendo e
conguistando novos clientes € assim atinginde os
resullades esperadaos

No passado, @ pesquiss sobre os delerminan-
tcs da competitividade 2ra focada nos indicadores
associados coin a perforrmance de inercado da cimpre-
sa. Muitas dessas pesquisas ém sido baseadas cm
dados histéricos de desempenhio mnercadoldgico
e tem usado modeles cconomAtricos para andlise.
Adicionalmente, cetes modelos (ém estado preocu-
pados com a rivalidade entre as empresas do wna
dada indistria ou pais. E possivel se ter um indice
composto, com altos niveis de confiabalidade. para
medie sustentabilidade ambicental ¢ mercadologica

No contexto do turismo, a multiphicidade
do indistrias envalvidas na criagfio ¢ susicntagdo
de destinaces requer o desenvolvimento de um
modclo de competitividade que examing a cx1ensdo
da cooperagdo necessaria para a competilividade
futura. Consegientemente. competitividade & defi-
nida agui ¢como 3 habihidade da destinacao para
criar valor e integrar produtos de valor agregado
patra SUSIENar S2US FECUTS0S enguanio Tnanlém sus
posigio de mercado relativa aos compelidores.

I essencial proporcionar acs admimsiradores
de destinaghes ¢ pesquisadores as ferramentas ve-
ces&drias para awnentar suas habihdades de desen-
volvitnento de programas eficazes, condisentas com
as expectativas de mercado.

O SGADA se diferencia de um madelo tradic-
onal de implementagsio de um SGA pelo fato de. alem
de propercionar o gerenciamento dos principais
aspeclos ¢ impactos ambicntats, preocupar-se 1an-
bem com a determinagdo de indicadores de descmn-
penho ambicnial relacionados as estratégias,
objetivos ¢ melas da orgatnzacao.

WNa reakidade. & primgira vista o modelo SGADA
pode parccer um modelo extenso e detallusta: sendo
assim, pode passar a pnpressio de secum modelo caro
¢ de dificil implemantagdo. Porém, isto ndo ¢ verdade.
O modelo SGAD A por se preocupar eon relacionar os
objetivos e metas ambientais aos objetivos ¢ estraté-
pias da orpanizagin, prové as elapas de plancjamento
¢ descmpenho wais longas do que elapas scmellan-
gz em medelos convencionais de hoplementagio.
Sendo assim. o ganho deste proccsse nfio estd na

process ol performance cvaluation. not only in
environmental terms butl also in terms of the
inleraction of this perfonnance with the overall
performance of the orgamzation. The Balanced
Scorecard reguires that the straiepics defined by
the Tugher managoment be passed on w all the lower
levels of the crgamzationa! hisrarcly, so thal cach
individual feels that his or her process “belongs”
ter hitn ar her, prometing improvemenis, keeping
and winmng new clients and thereby achieving the
desired results.

In the past. research on the determining
factors of competitiveness {ocused on the compa-
nv’s market performance indicators. Much of
this research was based on histoncal markeung
performance data. and used sconomelne models
in 15 analvses. In addition, these models focused
on the rivalry belween companies within an
indusiry or country. Ts it possible to have a laghly
reliable composite index o measure environental
sustainability and marketing?

Within (he context of lourism, the multiplicily
of indusines involved in creating and supporting
destinations requires the development of a model
of competitiveness which examines the scope of
cooperation negcded for future competitiveness.
Consequently, competitiveness 15 delinad here as
destination’s ability to create value and to include
products of added valne to sustain ils resources,
while maintaining its position in the market in rela-
tion to ils competitors.

It &5 cssential to provide destination adminis-
trators, and researchers. with the necessary tools
to incrcase their skills in develoming efficient
programs that are in ling with the expectations of
the market,

The SGADA differs from a traditional EMA
implementation model in that besides providing
the management with the principal environmental
aspects and impacts, 1615 also determines environ-
mental performance indicators that are related
(o the strategics. goals and objectives of the or-
EaiZation.

In fact. at first sight, the SGADA modcel
mav seem verv extensive and detanled. giving the
impression that it is an expensive model, and
one which is difficult to ymplement. However, this
is not the casc. Since it relales the eovironmental
goals and objectives to the orpanization’s strate-
gic objectives. it requires longer planmng and
development Stages than symilar Stages in more
conventional implementation modeals. Thus, the
advantage ol this process in nol in reducing
time. but rather in the fact that 1t integrales thess
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tedugdo do tempo, nus sim ne fito de imicgrar esies
objetivos, metas ¢ indicadores de desempenho ambi-
ental aos reais ehjclivos ¢ calralggias da oreanizacan.

Portanio, o gtande benglicio da implemen-
tacio de um SGADA para umg organizacio ¢ que,
aléwn de implementar uin sistema anbicntal, lanhém
discute questdes de extrema releviincia para o seu
eucesso. levando om conta latores finangeiros o
hypugnes, enlre aurns

Digsta forma o SGADA poderd contribuar para
gue uma organizagdo controle o5 sCus Principais
aspectos ambicniais, minimize os principais impac-
10s associandos as alividades ¢ acompanhe a sua
performance ambicntal atraves dos indicadores
de desempeonho cstabelesidos, sempre eni busca de
uma melhoria continua intcgrada aos objetivos ¢
estrarégas da organizaio.

ohizctives. peals and indicators of environmental
perforinance with 1he real objectives and strategies
of the orgamization,

The great benedit 1o the erganization of imgple-
menting a SGADA. therefore, is that besides the
mplementation of an envitonmental system, if alse
discusses issues that are extremely important for
its success, laking inlo accourt (he Onancial and
hwman factors, among odlers,

T this way. the SGADA can help an organiza-
tinn & control its principal cpyvironmental aspecls,
miniinisc the main impacts associated with its activi-
tics and follow up 115 environmental performance
througl the performance indicators established,
constantly seeking continued improvement that is
integrated with the organizational objectives and
elralegics.

NOTAS
' ERM

P Qs vesultados priticos degta aplicagio serio uprescatades
num rezunds adigos

Fwvivanmerial Mesocwrcer Mongsement,

PO, o inglis, FME - Envipnnmental Manzgemenl SYsle,

* Fxido de Impacto ambicntal’Relatorio de Impacte Aai-
emtal.

' Faligdo especial das primcicns 100 empresas certificadas cm
conlormidade com a nermae L300 14040E

FVals sxlicntar que, apesar do HSC Irndicienal traballiag bast-
caments com essas o porspectivas, o B3O permite a inclusin
do oulras perspectivas (tals como a perspecliva umbeeital,
Fur sxcmplial.

T ha Bigwra 1, as slapa: represcniadas com lumdo cinza refa-
rom-se as contribuigies do BSC ¢ us etapas com faady bran-
g wenlibuigdas do 3G

T pame] de bordn do BEC ¢ oma das lerrameentas de SEC
para auxiliar g deadobrumento das estratdzias organzacno-
nais o chjeteng & omelas strelados a cadz vma das perspec-
tivaz do mogelo

NOTES
: ERM

: ‘The practical reswlts of this apphicaiion wall b2 prosented in
# second arlecle.

FErvrrevrmental fesotrees Mianagemeani

! Eavironwerntal Managemenl Syslen.

4 Environmental lmpact Stedw/Emvironmental Topact Re-
Tl

¥ Bpecial Edition of the 100 Lirsl cooepanes cerlfied by IS0
Standacd 14001

¢ It ghowld ke hiphtighted that in spate of the fact that the
traditienal BSC basically uses with these 4 perspectives, il
alan far the fncluson ol elher perspectives (lhe anvron-
mental perspective. for exampler

" i Figure 1. the stages reprosented wilk a gray backgzound
refer o the comirbuiions of the BT and the swges with a
white background those aof the 8034

¥ The BSC Panel e one of the tocks of the BSC for assiing
in Lae development of organzatisnal stratepies inlo ohbjce-
trves snd goals linked 10 gach of lhe purspectives of the
madei
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