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RESUMOQ)

Diiante da dificuldade prdtica de idendilicar ¢ implemen-
tai solughes para os prohlemas de desenvolvimerin
lzerl. enlze eles, o promogio da atividade foristies. pro-
cirou-sg v olternetive metodaldgicn pata superd-Josg,
Para Dundamenlar essz proposigdo, apralundsram-se
grstdn orpatizacionil, capa
e lozal, arranpe wmstitucionul & dimensies de auslenla-
bilidade. A paetic du andlise de eRpHIdnCing Cmpincas

st elemening ieariems

aoby oo elgue desser clemenios, congolidon-ze wm mo-
delo de gesiFo arganizacionsl cstratéaea para o desen
vonvimento sustentdvel. resumidemente chumade por
SuF0E - versio 1999, cuje maior canlribuicie congizlz
em elacionar (rés lipos imporanios e agdcs polilica.
WELHILE & GleE

Falavras-chave: Gestio Orgamzzcion:] Bstiraleper; Plane
jrmento pare o Desenvolvimento Sustentdvel,

ABSTRACT

The mam purpese of s arlicle is o seek a methodo-
lngzeal altemative to overcnme The practical difficolty of
ientilyimg wod implerentime solwtens @ local develap
ment problems, including the provmedion ol towism.
In ordder to subsianiale this propasal ) Goor heorznieal
concepts were studicd 1w depth: eoganizational man-
peement, Iocal speee, melilulione] parinerstbap el
imensions of sustainability Fased on the analyss ol
the empincal expermenis focused on these comoepls,
o nodel of strategle organiZational maoagement 1ar
sustlmwnuebie development was consoliduted. cencisely
entitled SG0S ~ 9499 version, whose main cantiibution
cangisls of relaling ibree ymporianl rvpes of action

political, iechnical and eizical.

Key words: Btralegic Ohrgancaliceal Managemeant, Planneng
Mar Sumaicable Dewvelopment

INTRODUCAQ

Ao longo dos anos de estudo sobre plancja-
menlo orpanizacional, plancjatiento que promove o
descuvolvimento local oa microrregonal. ¢ plancja-
mento para o-desenvelvimento sustentivel, bem como
de promogio da atpvidads Luristica, verilicou=se na
pratica que os dois enfogques de plangjamento pessuem
dois powtos comuns mporlantcs para csie cstudo,

INTRODUCTION

Over the vears. the stody of orgamzational
planning, planning that promotes local or nucre
regional development, and planming for sustain-
able development, as well az the promotion of
lourism, lae ceen in practce that both planning
focuses have two important points 1n cominoi
for this study.
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O primeire ponto £ que o planzjamcnio pode
scr dividido em ircs clapas: <laborazio. nnplania-
¢io ¢ avaliagio. De um modo geral. a etapa de
claboragho & aquela que propde os problemas mais
imporiantes (questdes estratdgicas): a etapa de
implantacio £ a gue soluciona os problemas: ¢ a
ctaps de avaliagde € o gué tenla garandin gque a3
solugdes dos problenas ssjam de [te itmplamadas.

() serundo ponto relaciona-so com essas trés
clapas do plancjaiuento: s probicmas nio sido
dificeis de serem elaborados: as solucdes dos
problemas nie sio ficeis de screm cneoniradas: ¢
mmito difica] garantir que as selugdes dos problenias
scjain e Gie implaniadas.

Diante desses prans de dificuldade apontzdos
s clapas de inplantacio ¢ avalizcdio do planeja-
mento, ou goja, solugdes dos problemas e hnplun-
tagdo dessas solugdes., surgin o inleresse do propor
uma allcrngliva pary superd-los. Para lundanentar
esea proposicdo, aprofundaram-z¢ qualrg clomen-
tos teéricos, surgidos do cntrclacamento die dois
orandes temas: Gestio Orpanizacional Estratémcd ¢
Planejamento para o Desemvelvimento Susiontivel,

Oy primeiro clenwnioc 4 gestiio organi-zacional.
oniginada du clapa de implantagdo do plangjamenta,
de acorda com a deoria da administragio. O segnndo
¢ lerecirg clemendes, artamgo institneional e espaco
lecal, 230 conceiios adjacentes construidos Cagui)
a4 partir da teona do plangjamento do descovolvi-
mento sustentivel que, por sua vea subsidia o
quarto ¢lemento, dimensoes de sustentabulidade.

A relagio desses clemenlos canceilngds
hIJIJML:lldhil'll 1 pmpuuwu de wm modclo de pesiio
;3. resumidamenie cha-

madopar E:G'DS

{ iEH']';i('l_{] RGANIZACIONAL
ESTRATEGICA

O medele StGOS comecol 4 ser constiuido a
partir da teora da administracio gue fomece uma
diversidade de metodologias de gestdo organizacio-
nal. O estudo. porém, limiton-se apenas 45 metodolo-
gias de gestdo organizacional, enfocando a relagdo
orgamizagio e mewn ambente, denominada gestio
organizacional estratépica. Bntre essas metodologlas
tratou-s do plangjamento cstratégico, da administra-
o estratégica e do pensamento esfratégico. Scemn-
do Sampaio (1999), resmmidamente esses endaques se
distinguem pelo ratamento dade ao pensamento e A
acao:. planciamento estralépico prims pelo ponsa-
menio sobre o acio, adminisiragio cslralcpica prima
pela agio sobre 0 pensamento, e pensamento cslra-
terico integra O pensamento ¢ a 4gao,

The frst poind is ihar planning can he divadied
into three stages, conceplicn. implomentation
and evalustion. In general, the conceplion srage
15 1he one i which (he most significand prob-
lems {strategic questions) can be idenufied; the
unplementaion stage 1s that which finds solalions
e the problems, and the cvalnanon stage 15 1he
ong whicl trics 1o gearantee that the solulions o
ﬂ‘.efprc-bhms arg i Gpet mopleinenbed.

The second pornt 15 related ta these three plan-
ning stages 1he problems are not difficult to b de-
signed; the solutions 1o the problzms are not easy 10
b found: and 1 15 very difficult 10 gnarantee that e
soluttons Lo the problems wall i fact be unplemented.

Dug to these difficulties shown in ihe stages
ol implementarion and evaluation of planning, that
15, selutions te problems and implementation of these
selutions. the interest in proposing an alterpative (o
overcong [he problems arose To provadc a basis lor
thi= proposition. four theorctical elements were
studied i depth. which arese [rom the mnter-linking
of wo inain themes: Steategie Organizatonal Man-
agerent und Planning Jor Sustainable Development.

The first ciement 15 e organizational manage-
ment, which, according 1o the theory of adminisira-
lion, arses 1tom the planning implemenialion stage.
The second and 1hird elements, instimtional partnst-
ship and local space, are adjacent concepts which are
{here) consirncled tased on the eony of sustainable
development planning which, fer s part, supporis
the foumh cloment, dimensions of sustaiabs: iy

The relationship between these conceplual
clements supports the proposition of a model of
sirategic_organizational managewend, succincily
knnmym as s,

STRATEGIC ORGANIZATIONAL
MANAGEMENT

The S51(:08 moedel began to be construcied
based on the theory of adnunmistratien. whach pro-
vides a varicly of organizational management meth-
odologics. The study however, was houted fo the
mcthodilogies of organtzational management, focns-
ing on e relatienship between the organization and
the emaromricnt, wlich is called shategic organiza-
tional management Among these methodolopics, the
study deals with strategic planning, strategic admini-
sttations and strategic thought, hr.‘mrdmg Lo Satnpaic
{19497, these focuses are, in short, distinguished by
the trealment given 1o thought and action: stralegic
planoing excels at theught, strategic administration
excels at action, and sirafegic thinking integrates both
theught and action.
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A pesio organicacionil estraldgica, pros-
seenc Sgnpate, divide-se cm duas agdos téomcas
HEHO INIRDTEEILACi Ol ¢ A0I0 Cxn-0T i acio-
wal A agho intra-orgmuzacional lrata dos erilerios
mlerios da ergandacao (cliciencia de processos ¢
clicacia de resultados). e a aclio extra-organiza-
clonal fuda com os crikdiios cxlernes da orgaiizagio
{efetvidade para os bonchiciades),

Sampaio ¢ L0999 aponta qud, Qg a complexi-
dade da gestito orzandzacionsl eslratégica. uuli-
zami-sc forramentas de gestie administrativa que
simplificam o sen cquaclonamenta ¢ Sua opera-
clonalizngdo, denmmuadas agqu geslio opemciong],
As forramentas de pesido operacional. diferenie-
mente das melodeloging orgatizacianiis, ra-cnt
cmbutidas nos scus conceitos oguagdes simples e
de facil aplicagio, Conludo, guando s¢ alinng de
Iacil aplicagde, o sipnilica gue elas scja
aplicadas com lregiiencia,

Entre as meiodologias de pestico eperacional.
tratou-sc da goréncls por projelos. g2erfncia Inst-
tuconal ¢ indicadores de cletividade, A geréngiy
por prejelos, scpundo Midler (1995). organiza as
agiics estratégicus para que clas s¢ tomem ainda
mazs passiveis de serom implementadas, A poréncia
mstitncionai. adaptande-se as 1déias de Soto-
Maior (194} ¢ Bearand (19950 tem a Inngdo de
retroalimentar, de acerdo com a visho sisténuca
lodos os projetos cslraldeicos para que ¢les scjam
realmente implementiveis. E os indicadores do
clotividade, conforme Kaplan ¢ Noron (19%7).
ajudam a organizaghe a melhor dimensionar os scus
resultados intra-nrzanmizacionais, relac:onando-ns
COM 08 LXITA-0TEANizACIonals

PLANEJAMENTO PARA O
DESENVOLVIMENTO
SUSTENTAVEL

Para complementar e suplementar a eony
da westio orgameacional estralépien. (ratou-ge
do culoque do plancjamente para o desemvolvi-
mento sustentivel, partindo-se das idéias de Sachs
2 de sua equipe de pesguisadores do Cenfre
Faternationed de Necherche d RBuvironnement ¢
Blevedapement {CIRED)

A verlente do descuvolvimento suslentivel,
tratada peste trabalho, privilegia ww enfoque mais
abstraln. nao verificado awda na realidade factual.
Fsza vertente propie uma nova &ica para o deseinol -
vingchlo gque s desgja para A lnnmanidade, ou scja, se
auer wn desenvolvinenie socuhinenle mais jusio,
amsientalmente prodente ¢, ainda, econatmicamaetne
cliciente, Essa veriente sc distancia da dtica econo-
nueistn, gue discia asscegurar a susieniabilidade do

sltlepic organizational management. adds
Sampaio. 15 divided inte bvo welwical aclions.
mlra-prpanizational and extra-organizalional,
The lormer deals wilh the internal criteria of
the organization {elliciency of processes and
ellcotive results), and the latter deals with the
exteral enteria of the organization (effeci:veness
ror (hose who bong

Sampaio {1999 poinls cul that, given e
complexity of steaiepic organizational managament.
administrative managemen tools that simplify
its resolniton and opcration arc nscd, These are
lerein called operational management tools.
The operational management loals. unlike (he
arganizational melhodologies bring. embedded in
tlieir concepls. simple and casily applicd solutions.
Nevenheless, heir casy application docs not incai
thas they should be freguently applicd.

Awong the operanenal meznagemenl meth-
odologics. management through projects. insti
mtional management and cficctivencss mdicalors
were deall with, Management through projocts,
accordiang (o Midler (199%), orpanices ihe stra-
lggic actions so 1hal they become cven more Lable
lo implomentation  Institntional managomenl,
adapted (o the deas of Sooto-bawor (1994 and
Bertrand (1945). Las the purpose of providing
lcedback, within the svstemic vision. on all 1he
slratcgic projects so thal they are actually im-
plemenied. And e effectivensss indicators.
according to Kaplan and Norvion (1997, help
the organization to betier measure its indra-
arganizational resalls, relitimg them o Whe extra-
orgamizational ones.

PLANNING FOR
SUSTAINABLE
DEVELOPMENT

To complonent and supplement the theory of
slratepic erganieational managemnent, fhe [ocns
of this studv was on planning lor sustanable
development. based on the ideas of Sachs and
hus 1eam of researchers of the Center Jnferuational
de fecherche d ' Envirorrement ¢ Developmieni
FCTRIEN,

The sustaimable developiwend branch dealt
witll m (his work benefils o more abstract focus
that has not vet been verified tn factaal reality
This branch proposes the use of a new cllical
posture to achieve the development destred for
mankind, that 15, a kind of devolopment more
sncially Ly, environmentally prudent and vet.
economically elficienl. 1 distances isell frean {Le
copnonist point of view. which atlcmpts 1o cnsure
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desenvolvimento sociclanio vigente, que valora
SCONOMicAments LI a8 aspectas smbizlms como
DS SOCHLS,

Sachs (19804 ¢ 129800) pressupde trés premissas
perats contidas mnn plangjamento para o desenvol vi-
menio sustentavel: consideragio do local ¢ scu
desenvalvimento, participagio da sociedade civil
no plangjamento e dimensacs de sustentabilidade.,
Dressas preiiissas, fomeom consideradas. inicialimente
as unphicagdes de espago o do desenvolvimento iocal
apantados pelo relatério Brundtland (Comissiio.
1991 ). comd 05 verdadetros meubadores das ativa-
dades do desetrvolvimento global, ja que aimbos v2m
interferindo, em efeito cascaty. nes demais contextos
gue o5 enelobam.

A receila sugerida parn promover o
desenvolvimendo local se da, especialmente, pela
pritica ds duas agdes politicas. A princir consisic
na participagdo de todas as esferas da socicdade
Estezdo, mercado ¢ sociedade civil — atraves de
artangs  institucienais,  considerados  agoes
coletivas que produszeim o bem-estar social.
Segundo Ostyom {19490 o5 arranjos constroem uin
capital social, que pode ser entendido comoe
resultado final da produgio do bem-csiar social

E a sepnnda agio polifica envolve a busca de
Mecallismos que assegurem investimenios locais,
provelsentes de boa parcela das ngueza perada pela
propna lecalidade. a [im de garantir o desenvolvimento
local susteniado que. cntio, deverd ser regulado oo
propro municipio. Segundo Godard of ol (1987), eqa
capacidade de uma determinada sociedade para
adquirir wn cerlo dominio sobre o sou desemvchi-
mento deisomina-se degenvohvinento cndegene,

Para se alcangar o desemvolvimento sustenla-
viel Sachs (1993 ) aponta cinco criténas de sustentab-
lidade. social, econdmico, ambiental, cspacial ¢
culiural. Sevundo Sachs (1993). se ag dimensies de
sustentahitidade forem atendidas no plancjamento do
deservohamente, pode-se inferir que cste desonvil-
viinenlo € susfentavel. Enfretanto, o proprio auler
accila que noing ¢poca em que sconfecem tantas
mudangas. inclusive ne campa ehco, commo € a atual,
w: enfoque de plancjamento pode set considerado
cowmwn dirigido ao desenvolvimento sustenidvel. s
pelo menos contemplar parcialmente alguns destes
critérigs de snslentabilidade,

CONSTRUCAO DO MODELO SiGOS

Partindn, entio, da reoria da pestio orpa-
nizacional estratégica e do plangjamento para o
Jesenvolvimentlo sustentdvel, chegou-se a uma
proposicdo prelitninar do modelo SiG0H,

the sastainabuliney of the present sccietal develop-
menl. which cconomically attaches imperianze o
botl etvvironmental and social aspecis.

Sachs (14H6a and 1986h) ook for granted
three gencral premises contaned moa planning
for sustainable development. consideration of
the locale and s development, participation of the
civil socicly in U plaronng and dimensions of
sustatnability. OF these premises. those initially
considered were the implications of space and of
the local dovelopment. highlighted by the Brotland
report {Commission, 19917, as the tme incubators
of global development activities, since both influ-
cice, i a cascade offecl, the olber confexts that
cantprise them.

The recommendation to promote local devel-
opment 1z, particudarly. the practice of 1wo politucal
aclions, The first consists of the participation of
all spheres of socicty — Stale, markel and civil
socicty — thromgh instimtional partnerships consid-
cred to be collective actions that produce social
well-being. According o Qstrom (¢ 990), the part-
nerships constrict the share capital, which can be
nnderstood as the final result of the prodoction of
social well-being.

The second political action involyes the
scarch for wmechamisms Lhal can cnsure local
tmvestment, coming mostly from wealth penerated
by the locality itself, in order to goarantec
sustammable local development which, then, sheuld
bz controlled by the lown. According to Godard
et @l (1987), tng capacily ol a specilic socicty
to acquire a certain control over its developomen!
15 called endogenons development.

[ arder 10 achioyve sustamable development,
Sachs (1993) points ool [ve sustainability criteria
social, ccomowue, environmental, spatial and cul-
tural. According to Sachs (1992), if the dimensions
of sustarnability were considered in the planning
of development. it could be inferred that this
development is sustainable. However, the author
ltimself accepts that in an era with s0 many
changes, inchuding in the field of cthics, a planning
[ocus can be considered as dirceted 1owards
sustainable development, if it af koast partiably
constders some of these eritena of sustainabaiily.

CONSTRUCTION OF
TIE 8GOS MODEL

Based then on the theory of stratcgic organ-
izational management and planning o sustainable
development, it was possible to arrive at a prelimi-
nary proposal of the S1G0OS model
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Proposicin Preliminar

A versio prelinidnar do modelo $SiGOS apenlou
Lrés clapas — pesiio organizacional estravégica.
arran|es mstitucionais ¢ indicadores de efctividade
— que cormpunliam a csiralara, Entretanto. a etapa
gestio organisacional estralépica foi a anica clapa
qu¢ consepuin apresenlar passos pedapéeicos,
cinguante que as oulras clupas restringiam-sc
apznas a descrigdes. Havia, porém. uma oulry
questio ainda sem repostac qual scria a seqiéncia
entre as clapas primeir, segunda o lereeira?

A Etapa Gestao Organizacional Estratégica

A clapa pestdo organizacional gsiraidgica € a
que operacionaliza sislematicamente o modzlo do
aestdo Essa etapa apoia-se enm eshidos (conigo-
empiricos sobrz a etapa de implementagio de
estratégias da metodologia de plancjamento e
pringipalmente nas experiéncias realizadas pela
Agsociagdo de Profissionais que promovem o
Plancjamenio Estraiépico ¢ Patticipauvo (APEP).
A maioria dos antores e praticantes do planeja-
mento estratégico, entre eles Oliveira (1948, Bryson
(1989 e Nurt & Backed (1992), aceitam que cle
comtem trés fases distinlas. (1) fase de delineamcnio
dc cstratégias, que incorpora as etapas relacip-
nadas ds questdes estratégicas, aghes csiralégicas
g prajetos csiratégicos; (b) fasc de amdlise amba-
cntal {ambiente externo e interno); e (c) fase de
exocugdo. acompanhaments, controle e avaliagio
gue cnvolve a etapa avaliagio.

A ctapa gestio organizacional estratégica
compie-se de & passos. assim diferenciados; o 1€
passo (questocs estratégicas) detertmng os pro-
blemas mais importantes para a organizacdo, o 2¢
paasso (ambicnic cxterno) analisa as oportunidades
e ame¢agas ambientais ¢ o 3 passo {ambiente
inlerno) analisa os pontes forles ¢ fracos orga-
nizaciongis, Através da andlise ambiental (22 2 3=
passos), confirma-sc a importincia das questics
cstratégicas, que. a0 mesmo tempo. subsidiam a
proposicio de suas soluges, O 4° passo (agbes
estratégicas) detenming as agdes que solucionam as
questbes estralégicas, O 53¢ passo (projetos csira-
légicns) consisic no agrupamento dessas agdces
om projetos estralégicos. O 65 passo (peréngia
Institucional) acompanha, controla € avalia os
projetes cstratégicos, isto & retroalunenta lodo o
PToCesso.

Rearranjando esses passos. ilusira-se o quc
SCENC;

Prelinuinary Proposal

he prelinetany version of the 51008 poinled
oul Lheee phiases — stralegic organizational man-
agement, mstilutional parinerships and effcc-
tveness indicators — which comprise the stimcture.,
However, the strategic organuzational managemenl
phase was the only anc that numaged 1o show peda-
gogical sicps, The othor phases were restricied o
Just gréing descoptions, There was, however,
another guestion siill unanswered: wlhat would be
the order for the Grst. seeond and (hird pluases?

A Siralegic Orgamzational Management Phase

The strategic organzational management plasc
is the one that svstematically operates e manage-
ment model. Thas phase is supporicd by theorclical
crupirical slodics which [ocuscd on (he plase of
implementation of planning methodology stralepics,
mainly in the cxpenments carried oul the by the Asso-
clation ol Prolessionals that promotes the Strategic
and Participant Planning (APEP) The majority of
authors and users of strategic planmng. including
Oliveira (1988, Bryson {1989 and Nutl & Backoll
{ 1992}, agree that it contains three distinet stages: {a)
the stage of stratepy euthinang, which includzs the
stages related to the stratcgic queshons, siralcgis
actions and strategic projects; (b) the covdronmental
analysis stage (external and internal environment):
and (c) the execution. follow-up. control and cvalua-
tion stage which involves the evaluaiion stage.

The strategic orgamizabonal manageicnl
phasc 15 composed of & sleps. which arc differen-
fuated as follows: the 1* slep (stralegic questions)
determines the most importanl problems for the
orgateeation, e 2 slep (extarmal cnvironment)
analyvsas the sowvirgnmemal opporlunilics and
threals and the 37 siep (internal cnvironment)
analvees the organizational strengths and weak-
nesses. Through the cnyirgnmental analysis (27
and 3" steps) the importance of the siralgpic
questions 15 confirmed. while the proposition of
their selutions 1s simultaneousty prowoted. The 4
step {(strategic actions) deternunes the actions that
solve the strategic questions. The 5" step (strategic
prajects) consists of grouping these actions inlo
siralegic projects. The 6% step (institnlional man-
agement) lollows up. controls and cyvaluates the
siradcpic projects, that is to say, it provides feed-
back on the whole process.

By rearranging these steps. the lollowing
beecomes evident:
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Figura 1. Etapa Gesido Organtzacienal Estratégica,
Figure I Strafegic Ovagnzationa! Aduiageneind Phose.

B Etapa Arranyos Instilucionais

Essa clapy surgiu de crozamento cilrs os ele-
menlos cspaco local ¢ arranjos instilucionais. A ctapa
arranes instilncionais implica, scgunde Dowbor
(1987), Tratzmberg ( L9873 ¢ Gondim ¢ 1994) » parti-
cipaciio de lodas 35 orpanizagdes Que Tepreseniam
as osleras do secedade (Bstado, morcado © sogic-
dade civil). a5 quas. de alguma forma. se interessam
pelo desenvolvimento de nm local,

Csges inleresses organizacienals sobre o local
viabilizam o8 regursos necessinos para nnplanar
4% aghes que solucionam as questics eslalceicss,
Por conseqiiencia, asseguram a capacidade de
wrn delerimnade muuicipio {cnlendida como win
lacaly de adgunir um certa dominio spbre o sen
desenvobvimento.

C. Btupa Indicadores de Efetividade

Esta elapa oripinos-se, ambém. do entrelaga-
menko de deis elemantos: espago local ¢ dimensdcs
do susicntabilidade.

A ctapa indicadores de cletividade, segundo
adapiacies de Kaplan e Norton £ 19971, consiste em
PATATICINZAT 1 a¢d0 f2cnica intra-organizacional
{cficiéncia de processos e eficacia de resultados),
ligada aos critérios inlcrnos orpani£aciongais. cxer-
cida na agio 1Eenica extra-organtzacional {cletivi-
dade para o lecal beneficiado)., mais ligada aos
critérios externos orpanizacionais. Se os indica-
dores de eletividade forem alcangados, pode-se
apontar que & organizagio satisfas os beneliciarios
de um dafermunade local.

B Ingitutional Partpership Phase

Thig phase was the result of an mlersection
between the local spatial elements and msiilu-
honal parinershups. According io Dowbor (1957},
Tralcmberz (1987 and Gendin (194947, the inslito-
tonal partnerslups phase ymplics the participation
ol all the organizations thal represent spheres of
socicty {slate, market and civil society) which arc.
i some [orm or another, interested in (he develop-
meni of 3 locale.

These organizational migresis in the locale
crable the necessary resources for the nnplemci-
talion of acizons that will sobve the stratopic issues.
As a consequence, thev ensure (he capacity of a
gpecific lown (understood as a locale) to achieve
a certdin power over 1Ls own development.

O Ellcctiveness Indicaters Phasc

This phase also arese rom a linking ol two
clemenis: Tocal space and dimensions ol sustain-
dbiliy.

The effectivencss indicalors phase, according
1o adaptations of Kaplan. censists of sciling pa-
ramelers for the intra-organizational techaical
action {cMMiciency of processes and eflectivencss of
resulis) linked with the inlernal organizational
criteria, carried out by (he extra-organizational
technizal aciion (effectiveness for the locale thas
benefitsy, bt linked 1o thie external organizational
critena. ITLthe eMecivensss indizators ars aclueved,
it can be alleged 1hat the organization satisfics the
benediciaries of a speciie locale
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Verificou-se que esses CriliTios exIernes orga-
nicacionzis podew sor balizados pelas dimensies
de sustentabilidade do desenvolvimenio susicn-
Livel apontadas por Sachs (1993) Propds-se, entio,
um conjunio de medidas de atrbutos de indica-
dores de eletvidade. bascandn-sc nas dimensdes
sucials, ceondinicas, ambicns, cspacials ¢ culin-
1als. para que g organizagdo pudesse avaliar e
reorientar os seus eslorgos.

Propasi¢io Preliminar Aperfeigoada

LUma vez gue o0 madelo S:GOS deixava a
descjar, pariiu-sc para wa nova revisdo biblio-
graficn ¢ pesquisa de experiéncias inlernaciongis
renhizadas durame o estagio no Centre de Recher-
ehis sur fe Drésid Confemporain (CRBO 1a
L Eeole des Hautes [tudes en Sciences Socigles
{IZHESY), c1n Paris. Binbera ndo se tenda avangado
como se descjava no modelo preliininar SIGOE_ csle
pode ser apesleipoado em relagho a sua formulagciio
inicial. Retornanda ac Brasi). lirmaram-se comyénias
{ parcerias com orgdes que promevem o desenyvel-
vimento muicipal on micromregional no Estade de
Santa Catanna, com obyjetivo de melhorar processos
de gestdo ja4 insialades con orgamracdes ¢ de
mnplantar a proposta notmativa do medelo S1GOS
quc ji sc hmba.

As expeniéncias realizadas com o proposta
prelminar do modelo SIGOS aperleicoado estio
expostas e analisadas ¢ relatdrios (Gonices. Com
base nesses relalérios, apresentam-s¢, a sopuir,
alguns extralos dessas experéncias.

Segundo os relatorios técnicos (Sampaio.
L9972, 1997h, 1997, 1997d. 1997¢ ¢ 1998), as liges
nesse periodo de 8 meses foram muilas. Entre ¢las
destacam-se as seguinies:

» Ni ctapa de arranjo institucional € hnportante
deixar claro o setor de atacio da organizagio
ot do arranjo institucional E nmprescindivel
conlar coin as panicipaghes das hiderangas nos
arranjos institicionais, pois nas ctapas ditas
mais Operacionais, o5 demals parlcipantss
podecm guiar-s¢ Scm 3 Prescnga necessarla
dos verdadeiros tomadares do decisiio.

A gtapa arranjo institncional micia-se pela
determinacino de nma organizacio ldar ealre
outras orgamzacics quo compden o artanio
{Estadn. mercada ¢ sociedade civil), Hsta
mesma organizago lider, ou alguma oulra que
vier a hderar. utilizando-se de um modelo de
gestio organtzacional, coordenard wm plano
o um conjonio dooagdes que formule as
quesidcs ostraiégicas organizacionals,

11 has been scen that these cxlernal organia-
trenal crifenin can be delimited by the ditncnsions
of snstainability ¢f the snstainable development
highiighted by Sachs (19931 A sel of measures
al attribules of Lhe elfectivencss indicaters 15,
therelore. proposed bascd ou the =octal. ccononue.
environmental, spatial and coliural dimensions. so
thal the arganization can cvaluate and 1e-oricnlale
its efforls.

Perfeeted Preliminary Proposal

Onee the SIG0S model was unsatisfactory,
a ugw bibliographic roview and research on
iniernational experiments was begun, whiclt were
carticd oot during the practical tratming pered at the
Cenfer de Reclerchos sur de Dresil Comfeniporain
FORBCT ot ToFee dfes ffawtes Fhidoy e Seidpaes
Sucigfes (51235 0 Paris. Althouph the advanee
did not mect the expectations of the preliminary
SIGOS model, this can bo perfected i relation 1o
ils inital focmulation. Coming back 10 Bracl,
partuerships were cslablished with bedices Uiat
promete municipal ot micro regional development
in e State of Sania Catanina, wilh the objecive
of improving the management processes thal are
already in place in organizations and implementing
the standards proposcd by the S1GO5 model
alrcady in existence.

The cxperiments undergane with the prelimi-
nary proposal of the perfected S1GO8 medel are
exposed and anaboeed in techmcal reports. Based
on (hose reports some paris of these experimenlts
arg presented below.

According 1o the technical reparts (Sampaio.
1997, 1997h. 1997, 19974, 1'97e and 199%). there
were many lessons in s eighi-menil period.
Among these the following sland ocut.

= At ihe instdulional partnership phase il is
mportant to make the arca of action of the
arganization or the institutional partnership
clear. It is indispensable 1o rely on partici-
pative lsadership in the tnstitulional pariner-
ships, a5 1 these so called more operational
phascs, otlier participants may lead withou
the prosence of the acinal decision-makers
being necessary.

The mstiintional partnership phase begins with
the appointiment of o leader orgamization among
piher organizations which make op the partng-
rslup slate, market and civil socicly). This
same leader organizanon, or any olher that
comnes (@ head it by using the organizational
management model, will ceordinate a plan or
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= Ma clapa gercncia insfitucional & vilal eriar
unw estrudura virual on fisica que coordene
lodos 05 projetos estratégicos. inclusive
podendo ser até criada uma nova organizagio
o, Mesme. um nove depariamenta. Apds a
cnagio desta nova estrutura, ¢labora-se um
plano de agio que contenha, sohretudo, aghes
gue solucionem os problemas estratégicos a
cusle praso. Alias, 0ssas Ag5Cs a CUNO privo
w0 aquelas que oxigenam as de medio ¢ longo
prazo L importante. também. dpresenlar os
projelos estratépicos de forma clara ¢ sin-
lética, inclusive utilizando-se de insergéics
publicilirias cm meos do comunicagio, para
acomunidade local:

Na clapa indicadores de cfetividade confir-
MOU-52 que 5t ¢lapa pode ser considorada
comn um lermemelre organizacional para
avaliar sc a organizagdo cstd sendo efetiva
para 05 seus beneficiarios,

Proposicao Referencial: SiGOS — Versio 1997

Partindo-se de alguns exiraptos dessas expeti-
encias realtzadas em Santa Catarina {Sampaio, 1937,
194970, 19472, 1997d, 1997 e 1998). chopou-se a una
proposigao referencial do modelo, denominada
SIGOS: versao 1997, O adjelive referencial ¢ ema
precaucin. pois as avaliagdcs rcalizadas, emborg
muitas delas wenham sido apontadas pelos preprios
participantes dessas expenéncias, loram coordena-
das tambeém pelo proprio autor do modelo S1GOS.

Ormcdalo 50508 versio 1997 constht-se de 8
clapas. a saber:

* Etapa 1 - Arranjos Instilncionas: € o conjunto
de inler-relacies de catidades e de normas
legislativas que tém a finalidade de organizar
(claborar e Implemcnotar) planos ou ages.
cnjos objetivies sdo de inlcresse publico.

Essa clupa inucia-sc pela determinagio de wma
organizagao lider que compdc o arranjo
(Estado. mercado e sociedade civily de um
determinada local:

* Ftapa 2 - Ambiente Exierno; € o ambiente
gue oxcroe influéncia sobre a organizacio,
Ag influéncias podem se apresentar em forma
de oportunidade para a organizagac ou de
drmesca a cla:

« Etapa ¥ — Ambiente Intecrno: é o ambiente
contrelade pela organizagio. Esse contrals
pode ser caracterizada comeo um ponio forte
ou lraco da erganizcio:

set of actions that formulate the strategic
organ zational questions.

Al the instimuenal manggenal pluse it is vil
1o create a virtual or phvsical struclure that
coordinates all 1he strategic projects. also a
new oTganization or, even a new departncit
could be forieed. Aficr (he crestion of thiz now
structure, a plan of action which coutains,
above all, aclions that offer shari-term
solutions to Lhe strategic problems. s
developed. Incidentally, these shorl-tcrim
actions arc 1he ones that grve force to those of
sedimn and long-term. It is also important 1o
present the stratepic projects in g clear
sthetic manmer fa the local community. cven
ingiuding the use ol advertising o the media,

The cllcetiveness indicators phase was
confirmed as the plise it can be considered
an orpatizglional thermemeter to evaluate the
cllectivencss of the orgamization for its
benefactors.

Referential Proposal: SiGOS - 1997 Version

Starting from sone panis of these experiments
laking place in Sanla Catarina {Sampaio. 1997,
19457k, 19497c. 1997d, 1997¢ and 1998), o referential
proposilion model was arrived atl. ealled SIGOS
1967 version. The use of the adjective relerential 16 a
precaution: although many of (he evaluations
cartied oul had been indicaled by (he actual
pariicipants. others were also coordinated by e
actual uuthors of the SiGES model

Thel997 version SiGOS modzl is made up of
cight phases, namely:

* Phase 1 - Instituciona] parinerships: a set of
iter-relaled cniitics and legislative norms
wilth the purpose of organizing (creating and
nnplementng} plans or aclions keeping public
imerest i mind

This phase beginz with the appointment of 4
cader orgamization which makes up the
partnership (stale. market and civil society) of
a cerfain plage;

+ Phase 2 - External environment: the environ-
menl that influences the erganization. The in-
fluences can be presented in the form ol eitlicr
an gpportunity or a threat to the organizaticn.

= Phasc 3 — Internal environment: the environ-
mend controlled by the organization. This con-
1ol can be characterized as strengih or weak-
tigss of the orgamzaton;
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As clapas 2 ¢ 3 (Ambiente Externo ¢ Ambyi-
cnic Internot compdein 8 analise ambienial,
A andlise ambicntal & wcorporada na maioria
daz metodologias de gestie organizacional,
sobretido pela importineta de se conhecer o
ambienle organizacional:

Ltapa 4 - Quesidcs cslralégicas: consisle no
levantamento dos problemas mais ipor-
lanics para uma ergamzagdo, Aqm s¢ subcn-
lende que wm arranjo institucional pode ser
considerado Como uma of ganizagao,

Enirctanto, se a organivaglo nde podzr agir
para solucicnar osses problemas. consequen-
emenie ndo poderio ser considerados camo
urma questao estrategica. pelo nenes para esla
orpanizagio (Souto-haior, 19%4).

Phases 2 and 3 {cxternal environment and
internal envirenment) make np the environ-
mienl analysis. The enviconmemal analysis 15
ingluded in moest methodologics of orgun-
izatienal wanagement. above all duc to the
impertanee of knowing the erganizational
envirommeni;

Phasc 4 - Strategic quesLons: CONSist 1L risiug
the most important problems 1wy the organiza-
tion. Tt is here understood that an institutional
partnershap can be censidered an orgamizalion.

However. i the organization is not able (o act
and solve these problems. they consequently
will not be able 1o be considerad as a siralegic
question, at least by this organization {Sowlo-
Muior, 1994,

irghwraeal Partnershic
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Figura 2. Mo-:lf;lﬂ 1cfm¢nc1a] da gestiio organiacional estratégica
para o desew olvimento snstentivel: SIGOS —versao 1997,

feyre £ Melerence moded of sileoic opramisationa! marase-
SHT ; A P

meni for sustainable development: SiGOS —

» Etapa 5 — Agdes Estratéoicas: sao aquelas

que desenvolvem as solughes vidveis das
questBes estratégicus.

As acies estratégicas surgem, mun prineiro
momento. geralmente, de lecnicas do tipo
brainstorming e draimeriting (Souwto-Malor,
(9043, quz estimulam todas as salugdes pos-
sivels para, i segundo wemento, depurd-
las. Uma acho bem elabarada & aquela que

* Phase 5 -

257 version.

Straicgic acticns: arc those thal
develop wiable solutions {o the stralegic
queslons,

The strategic actions generally arise from
teclques such as brainstorming and braim-
writing (Soute-Maior. 1994), wlich bring up
all the possible solutions, to be, subsequently
refined. A well thought out action s the onc
that can be implemented, The responsibility
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pode ser impiantada. cuaja responsabilidace do
implementagao deve sor alnbuida a alpodm
de deniro da organizacic on do arranjo
mstimclonal. © cujos wecurses (G que cstar
orgados ¢ dispoivens:

Etapa 6 — Geréncia por Projclos: cmerpe
para melbor gerenciar (eliminande agbos
redundantes @ racionalizando Teoursos) A
quanlidade ¢ o varicdade de acies estra-
tegicas surgidas para selucionar as quesiaes
cslmlcgicas, A porcncia por jrojclos & uina
fereamenta organizacional que se uliliza de
uma estrutura satricial para implantar
meonitorar sistematicamene g conjunta de
agics celraldpicas ¢ SCus TospLolivos respon-
SAVEISE, UL SC1A. O projeo an s1 Pela comple-
xidade dessa estrmtura, os projelos sao muaile
bem detathados, conforme ilustra o quadro a
SEEUIL,

Nessa clapa. Gergngia por Projelos, o passo
que merece comentanio € o citério avaliadat
fow critérios avaliadores), pois & a parlir
dele gue s vai julgar se o abjetive do prajeto
foi atingido ou wdo. Ja atraves da mela sc
guanlifica ou s¢ qualifca o objotivo.

OQuadre 1. Etapa gersicia por projelas.
Firhle J. Managenen! through profects phase,

LA Tk Vil

for thns implewentzation must ke given o
soncone withon the orgamization or the insti-
Ittt paringrship, Moreover. Lhe resources
for the nplementation of such actizn mast
b cstimated and available,

* Phase © — Managoment through projects
aurfaces  order 1o improve mansgement {hy
climizatng redundant achions and rationalizing
resowrces) of the quantity and vancty of stra-
tegic actions that camg up o solve the strategic
questions, Management throngh projects is an
organizational 1ol 1at makes vse of a matnx
glructure for the systematic implementation and
monitenng ol a 5ol of strategic actons and the
people respectively in charge of it 1hat s,
the projcot ilscll Owing to the complexiy of
thiz structure, the projects arc very well detmled.
as ilusirated 1 the follewing table.

In [his phase. Management through Projects.
the step that deserves comment is the evalua-
1ien criteria, since they are (he starnng peinls
1o judge 1if the objective of the project wis
attained or net. On the other hand. (hrough
the zoal. the objcctive is either quantilizd
or qualified,

=

0. Avoes Racilitaderas f bacdirating action:

o B CHpjstivn ! Clactive

(i | Hesponsdvel £ Nosponiive

. Justficativa £ Risiaication

G2 Equige de trabilho £ Sond foane

SO Conrdemion S mardones

G 3 Peaecs: iabcio & dérminag £ Fisrer Nigesinge dond omd

E. Peaza woral / Yema! doterd of rve

G5 Rovurses £ Bevonireoss

< b Cncénio aealiadce ¢ feliearion crirsre

05.5 Criténio avalizdor £ Bvafisalian cnlari

F.l Meta # Gl

€51 Mata ! gona!

F.2 Histdrico da Mota § Crnal S st

Etapn 7 - Geréncia Institucionsl: € mm conpinl
de ferramenias operacionas que sc uliiiza de
ua esttuiura matricial para mplantar e moni-
torar sisigimaticainente um conjunio de projolos
¢ scus respectives coordenadores, ou scja, o
plann. A geréncia instimcional divide-se cm
4 subetapis. observadas 0o quadro que segne:

OQuadro 2. Etapa geréncia institucional
Table 2. Jasiitutional managensen) e,

A Anvabliapio de Perfoiemence f Performance Dvalicanion

H. Orgamcato Total por Fone de Recursis
Towad Perdowr por moqirce of resmiroes

» Phase 7 — Institutional Management a sel of
operational toals that ntilizes a matnx 5ltuc-
ture to systematically nnplement and mowilor
a set of projects and their respective coordi-
nators, that 5. the plan as a whele, The ingiitu-
tional managemens is divided inle 4 sub-
phases. observed in the following lable.

; - e
| . Podlics de Wecompensa £ {goperneaiion Solicio

UL Sisterma e nfocmagites Gerdnedis (S5

'
4

Marageriel Jedpemneion Fy e (50

[ L} Plimo de Comunicegan @ pamisisation Flun

L3
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Subelapa A - Avaliagdo de Perlformancs: 1w
como obielivo maliar os projotos o lodas as
guas acdhes [eilitudoras, uibzando-se dec en-
iérios avalindores que superem um thdicador
de performance. ou melhor, wma mela Crqoadrs
sepuinie aprescnta os 3 compencnics desia
subotiapa

A Preparagac SUEEre quie 4 organiacio e que
desetvolver equipes de medigiio & otiar wm
clatna adequado para a avaliagho da perlormuan-
cc. a revisfio de metas avalia © recsereyve os cr-
lérios avalindores ¢ meias do projein osira-
[Cmee ¢ do seu cosunto de acdes Facilitadoras,
baseando-se na negociagio entre wvalindores ¢
avaliados. a coleta de dados seleciona e busca
dados para medicio! os relatdrios geram a
informacio desejada: ¢ linalmente, sic 1oma-
das as decisbes bascadas ¢nt lodo 0 proccsso
de avalingdo de perfpnnanoe;

Sab-phase A — Performance Evaluation: its
obiective 15 (o evaluate the projects and all their
lacihitating actions. making use of evalvation
criteria that sugpest a performance indicator.
or better «nll a goal. The foliowing 1able
preserts the 5 components of tus sub-phase.

The preparaticn suggests that the orgam-
zation must develop measurement 1eams and
creale an adequate atmosphere 1o cvaluate
performance; the review el goals cvaluales
and rewriles the evalypation criteria, (e
goals of the strategre project and s set of
facilitating actions, bascd on negoliations
betwoen apprasers and appraisecs; the
collection of data sclecls and sezks data
for measurcmeni: the reporils generate Lhe
desized infermation. and. finallv. dacisions
are made based on the whole performance
evalualion Procoss:

Quadre 3. Avaliagdo por performance.
Tuhle 3. Perfonmance evaliation

A e dgia S Mrsrorali G | O Caleta de Dadas & Dt nflaction | E. Tomude de Dedisio { Degiboer Mol -

B Teewisior e Mloias § Roven of  fods | 13, Meletinion £ Raporns |

Subotapa B — Sistoma de Infonnagdes Geran-
cras: tem a hinalidade de orgauizar (automatica-
mente on mamialmenicy lodos os Ewdes de win
detenminado sisterna. transformando, noma pri-
meira etapa. dados e informagics epera-
cionais e numa segnnda elapa, mformagdes
operacionals em gerenciais, Esla subetapa
compreends 3 slementos demongtrades no
quacdto seEuintg.

Qs dados covslilucm a matéria-prima de wm
provesso dormalivey, o procosssincnie ¢ 2
operagin manual on compradotizada gue
transforma dados em informagio; ¢ a mforima-
cio & 0 conjunto de dados ordenades racio-
nalmente que geram a tomada de docisio:

Sub-phiase B — Svstem of Managerial Infor-
mation: has 1he objective of organizing
catomatically or mannallyy all the data of
a specific sysiem, transfornming data into
aperational informianon at the licst phase.
and inte operational and managenal ilorma-
lion at the secend phase. This sub-phase
includes 3 elomeuls demeonstrated o the
fellowing table:

The data consitutes the raw material of an
informative process. the processing is a
mgupal or compulerized operation which
iramnsforms data inlo imformation; @nd the
information is & sgt ol rationally ordered data
which prompis the decision-making:

Quunlra . Sistema de informacdes gerenciais (SICH

Table 4. Managerial infirvation systen (510).

A 1Dadas [ i L Dformayio 7 Sfarmadan

Subetapa C - Politica de Recompensa: tem a fiva-
lidide de cstirnular ¢ maolivar os coordenadores,
responsdyveis ¢ a equipe de trabalho dos proje-
los, de mindo gue as 1melas possun s venclnente

! B Picecssamento  Proces s

Sub-phase C — Compensation Policies: has the
objective of stimulatmg and motvating
the coordinators, work (camt and the people
in charpe of tae project. so that the goals can
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alingicas. Esta subclapa compiic-sc de 4 ele-
mentos apresentisdos no gqueadro seuinte,

A preparagio implanta 3 molivagio como
filosolia de traballo ng organizagio. inclusive
diagnosiicando as varidvels mofivacionais: as
metas sio calabolecidax pele projcto ¢ pelas
azfes lacihitadoras emundas da subetapa de
gvaliagio de performance. a pontuscio ¢ wm
sistema que classifica as agbes realizadas
sgmindo os resultados alcangados: e a recom-
petisa € a forma pela qual a organizagio retri-
buira os esforgos despendidos ne alcance dos
resultados.

be wviably attained. This sub-phase = com-
posed of 4 elemieis presenied in the following
lable.

Preparation instifls motivation as a working
philosophy wathin the crgamzauon. including
diagnosis ol motvatonal variables, goals are
cstablished by the project and by the facilitat-
ing aclions resulung from the sub-phase of
performuance evaluation; the scoring is a svsicimn
that clussifies (he actions carried ool according
lor the results attamed. and the compensation is
the form by which the organization repays the
effort in reaching those resulis;

Quadre 5. Politica de recompensa,
Tuble 5. Compensaiion policies

N A W, ™

R bt =
.| Proparcelis ! Freparation | 1. Pomruagio f Scoring

: 2 Melas ¢ oy | 4. Recompenss S Comperiaton

o

Subetapa D - Plano de Comunicagio; delineis
e dirgciony as estratégmas de comumeagio de
umg organizagdo, censiderando as singu-
laridades do comunicador, da mensagem do
comunicador, do canal de comunicagdo e
do receplor. Essa subetapa compae-se de 5
elementos apresentados no quadre seguinte.

A institui¢io idennfica as estruturas de valo-
res legais, eficos. sociais ¢ de negdcios de
Wmg oTganizacio; a opinido publica tem que
ser considerada como o mercado potencial
de consumo da instituigiio; @ mensagem € a
iformagio que se deseja lransminr para
4 opimdo publica;, 08 canais de conwmicacio
sdo o5 meios pelos quais nma institmicio
veicula as suas mensagens para a opinido
pablica, ¢ a avaliagio ¢ o processo continuo
que atualiza o plang de comunicagdo insti-
tucional;

Sub-phase D — Commumicalion Plan; outlines
and dircels the sirategics of conumunication
of an orpanization. laking into consideration
the gingularitics of the comnunicator, the
COMMMUALCAlor'$ nessage, 1he sommumnication
channel and the receptor, This sub-phase is
composced of 5 clements presented in the
followimg table:

The inglitudion recoznizes the legal, ethic,
social and business values of an organization,
public apimen has o be considered as the
potential consumer market of the mstitution;
the message 15 the information intended Lo
be francmitted o the public: the channels of
communicalion are means by which an insti-
tution transimts s messages to the public;
and the evaluation is a continuous process
that updates the instinmtional communication

plan,

Quadre 6, Plano ds cc-municaqﬁa.
Table &, Communication plan.

A

- Instimigo £ frarinetion 4, Canars de comunicago ) Commaneation channsls

5 Avalagliod Mvealuaien

I
2, Opinido pibiica S Mebite Gpinion
3. Mensdgcm S Afeszapa

o T it W R > 1 e
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* Elapa 8 - Indicadores de Efctividade: cla
tarnbém corsting uma forramenia operaciomal
que se utiliza de eniérios de efatividade de
umy organizacio para com o seu publico: isto
¢, verilica s¢ a organizagio contribui para
o bem-estar da populagio. conforme ilusira o
quadro a seguir.

Apds cslabolocidos pela propria organizagho.
gsses indicadores parametnzam a eficiénca
dos sens proceseos bom como a eficacia dos
scus resiliados alcangados, coma ym proces-
s de feedback organizacional,

= Phase ¥ — Effecliveness Indicators: this is also
an operational (ool cmploying criteria for
organizationaé cfectiveness geared (owards
is public; that is, il verifies whether or not
ihe orgamzation contribates fe the well-being
of the population, as illustrated by (he follow-
mp fable

After being cstablished by the actual organi-
zation. these indicalors set parameiers not
anly for the eficativeness ol their processes,
bt alse for the efficacy of the attained resulis
as a process of orgamizalional Teedback.

Quadra 7. Plapa indicadores de efetividade.

Tuble 7. Effectivenesy indicators phase.
R A
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Para demonstrar graficamente o cotyjuito de
indicadares de cietividade, angere-sc 4 Tepre-
senlagiio em poligono regnlar, cenfonnc o
exempio da figura a segoir,

Indicadar
Indicatar

D3 Penda £ Poiad
24 Fonte £ Soree

o

In order 1o graphically demonstrate the sel ol
effectivenesy indicalors the represeniation m
the forin of a regular polygon was suggested,
as shown in the Gguie below.

e

QD e

Resnlrado alcancada

bascando-s¢ no desejads
Rasall oz e bazed
ant whal was desimd

Reasulads alcancaco
ern 100% do desajac
Resolt ol saasT ap [0
LI afwimal was sesied

- s

© ol W -

FIWE PR

Figura 3. Polipono representandn os indicadores de efetividade.
Fignare 3. Polvgon vepresenting the effectvencss trdheators.
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Adaptando-se az idéas de Kaplan ¢ Morton
(19979, o poligone regular & formado pelo conjuanto
de indicadores de clelividade determinado pela
organizacio para adenr a efetnadade do projeto.
Mesie ¢xciplo, aprosentam-se ¥ indicadores,
Mo extremo de coda linha & mdicada a meta dese-
Tada para o indicador. O resullados aleangadas sdo
compirados com a meta desejada ¢ indicados por
percentual, Neste exemplo, o resultade aleangade
no indizdor 4 Mo do HG% sobre a metn descrada.
Dizpois que lodos os resultados alcangados sie
narcidos no poligono. surge a foura de owm se-
gunde poligono. No exemplo acint, o peligono que
surge ¢ irrepular, pois nent lodos os resoliados

)

alcancados obliveram 100% do desciado.

Foitos Positivas ¢ Negativos Processuais
dos Irés Esmdos de Casos

O modclo referencial 51G0S: versdo 1497 fol
revisto a partir da confrontagio de trés estudos de
casos: Centro de Esivdos ¢ Posquizas Ambisniais
{CEPA), implantade pela Unidade da ALCOA de
Pogos de Caldas - MG: Projeto Integragio InGingia
Adolescéncia (PTA Awmbiental). coerdenado pela
Secretaria Municipal de Meio Awbiente de Curitiba
- FR {(58MMA), Projeie Empresas Comnnilirias,
iniciado pela Assecagio Comercial @ Tndustria! de
Toledo — PR (ACTT) Panindo dos quatro eixos
norteadores — arranjo instimcional, gastio organi-
cacionzl, ¢spago tocal e mdicadores de sustenta-
bilidade —, 0s projetos revelaram portos posilivos
& Negativos processuals nnporanies, abaixo des-
tucados:

a) As liderancas das organizagdcs (ou as pos-
soas Hdoros) que iniclararm os projelos oouparam o5
papiis de animadores sociais, cuja funcdo principal
foi oxigenar a gestio dos arranjos institucionais.
tesme que tenla ocorrido algum lavorceimento para
as organizagdes quo hiderarom os projetos, 1550 140
descaracieriza um arranjo institucienal. O que podera
talver descaractorizar ym arragjo € se dele ndo
surgirem resiltados que beneficiem a comunidade o
a socicdade. Embora possa parecer contraditoric, a
restriciio de s lor apenas uma orgamzagio, ou uma
lideranga et condugdo do arrango, tmplica uma certa
tendenciocidade de opinides © #déws. independente-
menic s¢ a intengdo ¢ boa ou nfo. BEssa tendéncia
poderd distorcer 4 agio politca. entendida como
processn de negeciagio da diversidade de inleresses
pTEARZACIoNAE, €, consequentements, limitar o capi-
tal zocial apontado por Ostrom {1990, ambos inse-
ridos no contexto de wm arranio institecional.

by A gestiio organizacional pade sar condnzida
atraves de um plangjamento ou de nma lideranga

According lo the deas ol Kapla and Narton
1oy, the regnkar palyeon is forned by 1he sel
of clipcriveness indicators determined by the or-
patizatzon to weasure the effectivencss of the
nroject. Eipht indicators are presenled :n this
cxample. Al the extreme of cach line ihe goal desired
by the mdizalor s indicated, The resulls ebtained
are compared to the desired poal and indicated in
percentages, In this exanople, the results ebtained
in indicator 4 were of 100% over the desired poal
Alter the obtained resulls are marked on the
polygen, the houre of a secend polypon appeats.
In the above cxample, the polypon (hal coerges is
irreymlar. sice not all the resulls ablained reacheod
(he dlesired 10024

Proccdural Strengths and Weaknesses
in the Three Chase Stodies

The 1997 vergion of the relerential model
S1GOE was restudied based on the confromtation ol
three case studies. Center for cnvironmental stodies
and rescarch (CEPAY. jutrocduced by ihe AT.COA
unil in Pegos de Caldas — MG: Project for childhood
and adolescence integration (PIA Ambicntal),
coordinated by the Municipal Secretarial for the
Emwvironment of Curttiba (SMMAY and the projec
Empresas Comunitariay imitinled by e Com-
miersial and ludostrial Association of Tolede -- PR
{ACIT). From ibe lour sieering axles — instiutonal
partnership, organizational mansgement, ol
space and sustainabilite indicators — the projocis
revealed important procedural strengths and
weaknesses s pomnied out below:

a) The leadershup of the organizations (o the
Icaders) that iminated he prajects playved the role of
social unimators. whose main function was 1w oxy gan-
ate the management of the instihtional partnerships,
Even (hough there bad been some [avatiusin owards
the organizations that led the projocts. this did nol de-
charactenze an insblutional parivership. What ey
affeet a parinership is i no benefids 1o e cominunity
o socicly #s 4 whole anse from it Although Uns may
szem cotradictory, the loutaton of himang o single
organization or leadership dirceting the partiership
invelves cerlain biased opinions and ideas. inde-
pendent of whether the wtendons are good or bad.
This tendengy could misrgpresent the political action
understond az a process of negetiation amonyg the
diverse organuzabional interests, and. conscguently,
it conld himit the share capital mentioned by Cstrom
(19903, both inscricd in the context of an instiluticnal
partnership,

b} The organizational management could be
conducted by some planning or an organizational

Lo
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orgamzacional. ou por peusamenlo esiralégico, au
ainda pclas combinggdes possivels dessas inelodo-
logias, Constatou-s¢ tambem gue o plana de comu-
micagio fon uma etapa snprescindivel para divulpar
os projetos. Por ontre lade. a5 ctapas que mchucina
gestan operacional (com excegio do plano de conn-
nicagao). guanda ulilizadas, foram pouco explo-
radas. sobreludo a avabagio de perlormance ¢ o
sistema de Informagdes gorencinis, Essas clapas,
quando implementadas, retroalimentam o sislema
praposio pelo modelo. Em relagiio ao plana de Soimn-
nicacio, nada umpede gue projetos mal gerenciados,
ou, abd mesmo mal-intencionados, acabom divul-
gando apenas resullados mais cenvenionics para
firmar utna boa unagem instimcional de uma org:-
nisgio, 5o ¢ a visdo ceondmica sobrepujando a
visao ¢lica do desenvolvimento sustentavel.

<) Ao mesmo Lempo cme que apresentaram
benelicios cfetives para wina [Mxa on para toda a
pepulagio do imunicipio. o5 prajetos pessibilitaram.
em efzito cadela. que ontras faixas on cultos mntd-
cipios também fossem beneficiados. Espera-sc que
um resultado nfio efetivo para uma populagio nio
52 propagne da mesma forma para of muntciplos
vizinhos.

d) Mesmo havende a dificuldade de se revelar
indicadores criteriosos, ¢ huportante considerar os
indicios que possibzlitlam apontar s¢ um projeto é
cfeitvo ou ndo. Embora parcga contraditorie a essa
possibilidade de wdicios, o cardter interdisciplinar
d¢ um afribulo ¢ o descaso por Crildrios rigerosos
do indicadores de sustentabilidade sdo motivos
suficienies para questiotar a validade destes indi-
cios que apontam 4 cichvidade do prajeto, indepen-
dentemente se 4 mntencac ol boa on ndgo

CONCLUSAQ

Oz ponles posilivis © Negativos Processudis
apontades ne estudo de casos foram incorperados
a0 modelo normativo consolidado: S1GOS —versio
1599

O modelo SIGOS: versao 1999 est represen-
tado eraficamente igual a0 medelo S1GOS: verso
1497, gomforme demomsirado o Figurs 2. Entre-
tanto, ambos se distinguen basicamente nos cui-
dados que devem ser considerades na condugdo de
alpumas ctapas, a seguir cspecificados:

 Kiapa (1 Arranjo Instituciceal

Mgzsmo que se prefira ler wm Jrranjo ins:-
tucional liderade por uma organizagio (que pode
resullar cm wn dorecionamenio tendzncioso na
comdugio do arranjo) do que nfo se ter nenhum

leadersiip, or, through sirategic thinking. or even
througl: pessibie combinations of these meihods.
[ was also verified that the plan of commumication
was an indispensable phase for aking the projec
public. On the other hand. the phiases which mclude
operational managemenl {wilh the exception of the
commutncation pland, when used. were under-
explored. spocially the performance evaluation and
the manggerial ioformation system. These phascs,
when implementcd. give lcedback to the syslom
proposed by the modzl. Concermng the plan of
communication, nothing prevents that badly
managed or even ill-inlenliencd projects end up
divulging only these resulls winch most conven-
icntly cstablish a good institctional image of
an erganizalion, that 15, the ccononii¢ 1mage
overshadowing the ethical view ol sustainable
development.

) Al the same Lime that the projects shoved
cliective benefits for a certain sector or Jor the
whole population of the mumicipality. in a chain
clfect they also make 1l feasible for other seclors or
other towns fo be benelited. 1t 1s hoped that an
inefiective resull lor onc population will nol
propagate in the saine form 1o the neighboring
WIS,

d) Even theugh 1 1g difficult to reveal wisc
indicators, it is important (o consider the sgns
pointing ot whether or not a project 1 cliccive.
Although it may scem contradiclory to this pessi-
bility of signs, (he interdisciplinary characier of an
altribuic and 1he negligence in searching for oere
rigorous indicalors of sustainability arc cnough lo
stimulate the questioming of the validiy of these
signs, which indicate the effectiveness of the projict,
regardless the prescnce of ill-intention or nol

CONCLUSION

The procedural strengths and weaknesses
lighhghted in these case studies were incorporatad
to the consolidated nonmative model: SiGOS - 1999
VOIS0,

The 1992 version of the SiGOE model 15
graphically represented in the same way as the
1997 version, as shown in Figure 2 However,
they are distingnished basically by the care that
musl be taken in the gusdance of some phases,

spocificd as follows:
s Phase af (1) Dstiitutional Parfaership

Even thougl it is better to have an mstiln-
tional partnershup led by an organization (that could
result in a brased management in the noning of the
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arranjo institucionalizado. sabe-se das possiveis
tragilidades do capital social preduzide. Estie pro-
blema acenua-so. principalmente. se for consi-
derado que o propro arrango institucional 3§ ¢ wn
resultado e s1. Farendo-se wma analogia com as
id&ias de Baulield {1962}, os meios sio Gio 1mpor-
lanles quanto o5 Ong,

Portanio, o capital social produsido. decor-
rente de utn arranjo instiucional liderado apenas
pot uma hideranga arganizacional, pade privilegiaz
inlercsscs que contrariam 3 visdo éica do desen-
volvimento sustentivel, islo ¢ no caso cspecifico
do wurismao sustentivel: pode afctar a originalidade
das paisagens e a aolenlicidads dus tradigdes
cultorais de wma localulade receptora, case privi-
Icgie apenas inloresses puramente econdmicos do
Dlanegjamento furistico,

A visdo élica do desenvobamento sustentivel
mgere mudangas quanto a racionalidade coond-
mica do atual tpo de desenvolvimento. Nijo s¢
desgja que a dimensdo econdmica supere ag
dimensdes social ¢ ambicntal do desenvolvimenio.
fiem vice-versa, ¢ sim gque ¢ desenvelvimenlo
bumano incorpore ¢stas tés dimensies. Também
ndo se quer mais gque o mercado. o Estade ¢ g
snciedade civil scjam esferas de poder caracigri-
zadas apenas por suas dislingics no cspago
politico, cu somente por suas scmellancas, mas
que, como enlende Friedmann 19925, a unidade da
sociedade scja cstabelecida em sua diversidade,

Enlrclanlo, sabe-se também das lissuras
Lstituciongis produzidas pela dtica econoicisia
do desenvolvimento, LHssas fissuras sio aghes
produzidas som necessariamentc serem previsias, 4
margem de agdes voltadas ao sucesso ¢, 48 veres.
tambiém chamadas infelizmente de estratégicas.
malerializadas cm sujeites oportnnistas para
influenciar ouires, Estas fissuras institacionats
surgem inais [reqiicnicmente 4 partir do esgota-
mento do paradigima coondmico vigenie, que ndo
mais cxplica a maior parte dos fendmenos obser-
vados ¢ nem permite solughes para os problemas
que a matorid das pessoas quer resolver, Emergem,
assim, novos paradigmas, como ¢ 3 visdo &lica do
descnvalvimento sustoniavel

* Elapas (3 ¢ 3) Avalise Ambrental, (4] Cwes-
fhes Esiraiépicas e (51 Acdes Estratdgicay
Exsas elapas complen o gestdo organiza-
cranal exivalégica.

Fazendo uma analogia, sem grande rigor, entre
organizagdo ¢ miquina. & gestio organizacional
estratégica ¢ o motor que faz fonclonar esia ma-
quina. Mao se 1rala do moter fisico mas. sim, de sua
fungdo. O motor pode ser melhorado. substituindo

parinersbingy rather than have no insumtonalized
parinerslnp al all, the pessible weaknesses of
ihe share capetal produced are known. This problem
is cmphasized, principally, if one considers the
faci that the institutional partnarshep iiscil s
already a product. Making an anatogy witl the
ideas ol Batlicld (19521 the means are is important
as the results.

However. the share capital produced by an
institutional partnership led by a single organi-
zalional leadership could privilege interests which
might contradict the ethical view of susiainablc
development: that is, in the specific casc of suslain-
able togristy, (his could alfeo] indscape originality
and culiural tradinen guihentizity m a destination
if just purcly coonomic inlerests of tonrist plan
are privileged,

The ethical perspective of sustainable devel-
opment prompis changes related to the economuc
ralipnale of the currcnl tvpe of development. H is
neither indgnded for the economic dimensions
Lo surpass the secial and covaronmental dimen-
stoms ol developinenl. nor vige-versa, but rather
(hal the lwmem developmend includes these three
dimensions. Meither is it any longer wished that
the markei. the States nor the civil societv be
power spheres merely characterized by their
distinctions in the political spaca. not only by
their similaritizs, but rather thar, as understood
by Friedman (1992), the partnership be established
in ils diversity.

However. the instifutional fractures provinced
by the economist view of development are also
recognized These fractures are actions produced
without necessarily having been previonsly
predicted. marginal o the actions aaming towards
suceess and, sometimes, unforhunately, they are also
lermed stratcgics, maleriabized by opportunistic
individuals 1o influence others. These instinlional
fractures arise more frequentdy Irom the collapse of
the sconomuc paradigm in force, which no longer
explains the majority of phenomena observed
neither vield solutions for the problems most people
wish to solve. Thus. new paradigms on the ethical
view of sustainable development cmerge.

» Fhaser af Favironmental Anclysiz 02 and 3,
wiralepic (Mestions (4) and Svalepre Aciions
i3). These phases make wp the sirafegic
orgarizational management.

Making un indulgent analogy between organi-
sations and maclones, the stralegic organzatonal
nanapenwenl is te engine that causes this machine
(o funclion. This 1s not a reference o the pliysical
cngine, bul 1o ils functioning. The engine can b
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componentes mecinicos por cletricos ou, ainda,
por circuilos cletrovicos mictominigtunzados. os
chips. Embora nfo se neguem o8 valores agregados
conlidos nas lecnolopias novas, a lungdo principal
do mator comtinua # mesma, on seja. fazer funcionar
7 VLM IRITNEN,

YVoltando ao ambito organivacional, isto
imphica que muitas metodelogias organizacionais,
as veres enaltecidas até como revoluciondrias,
CONIEML D5 INESNIOs pressupostos, igio ¢, faxcr
funcionar as organizacies. Aqui ndo s¢ propac
nenfm tipo cspecilion de metedologia de gestio.
inclusive nenbuma especifica para a gestio do
planejamento turistico sustenldvel, sugers-se
apenas que 3 ulilizads scja leenicamente dominada
pela organizacio lider {ou organizacocs lderes),
come sc demonstrou no estudo de casos.

* Elapas o) Cerdncia por Profefos e (7]
Creréncta fnsiiticional. Estay elapas com-
poem a gestdo aperacional,

Ulilizando-s¢ da mesma analogia enirc orga-
nizacdo ¢ maquing, 4 gestio operacional eqiii-
vale a cada uma das subfungdes que compdem
a principal fungio de faver funcionar o motor.
Portanto, a gestio operactonal ¢ aquela que faz
funcionar a gestio organizacional Cada gestao
operacional € detathada metodicamente e passos.
A melodica dos passos, embora pareca resultar
na howmegencizagio das wléias, favorece o surgi-
mento de idéias heleropineas por [acililar a agdo
de pensarn

A geréncia por projetos tem o chjetive de
reerganiyar ag agbes cstratégicas para que clas
transparceam gue 530 implementaveis. A geréncia
por prajetos estimula a eficiéneia na racionalizagio
dos cstorgos da organizagio para produsir solugics
para as quesldes cslralépicas,

A geréngia institucional tem a Tungdo de
retroalimentar todos os projelos estralégicos para
gque eles sejam realmente implementaveis. Neste
sentide, faz-sc necessdrio que as subelapas da
geréncia institucional — avaliagdo de performance,
sigtenda de informagbes porenciais, politica de
recompensa e plano de comunicagio — sejam
implementadas na sua integra, pois sdo clas que
retroalimenlam o sistema processual formado pelo
modelo S1GOS. A retroalimentacio, ao contririo da
avaliacio, tenta conduzir os projetes aproveitando-
sc dos acertos e erros ocorridos pata que as aghes
elaboradas, além de implementadas, tenhan
resultados eficarcs.

- f;'!‘ﬁ!'m By Tndicadsires de }': fefrvdade

Oz indicadores de cfetnvidade, tainbem incor-
porando a geréncia operacional. pressupdem nma

improvod, substituting mechanical components for
elzcirical ones or even microminiatmrized electronic
givguits, or ¢lips, Even though 1he ageregated
values embedded in the new lechnology canned be
demicd, the principle functioning of the mwetor
cotilinues to be the same, that s, o make (he
muiclune work,

Back 1o the organizational scope. all this impli-
cates that many organizational methadolegics, wiuch
sometimes are evien exalled as revolulionary, mclude
{he same prosuppositions, that s, (o make the orpani-
shions fimchon. Mo spectfic management meithod-
ology 1s being proposed here, not even any specific
nmethodology for the management of the sustainable
towrisin planning, [t is ust snergested that the method-
ology 10 be used should be techmcally controlled
by the lcader organization {(or organizaticns) as
demensuated in the case studics.

* Phases of Managemcnt Wirough Frofocts (6
and Institutional Management (7). These

pliases make wp the operaional management

Using the above memtioned analogy between
organizauon and machine, the operational manage-
rent is equivalent to each one of the sub-funclions
which make up the main function of making the
motor work. Therefore, the operational managemenl
15 the phase that makes the operational manageinent
wotk. Each operational matspemant is mathodically
detailed step by sicp. Although these methodical
sleps miay appear W resplt in the homopengity of
ideas, they favor the bursting of heterogeneous
ideas by facilitaring the action of thought.

The management thremgh progects has the aum
of reorganizing the strategic aclions so thal they
can manifest their applicability. The management
theough projects stitnulates the efficiency in the
prganization’s rationalization of eilort via the
production of solutions 1o the siralegic questions.

The insliutional manapgement has the purpose
of providing feedback on all the stralegic projects
in order to ensure that they are really applicable,
It is, therefore, essential that the sub-phases of he
ingtituticnal management — perfonnance evaluation,
managerial information system and compensation
policies and communication plan - are fully imple-
mented, as 1 15 them that provide the feedback on
the procedural systetn formed by the S1GOS model.
This feodback, in contrast to the evaluation, tries to
mun the projects making vse of the Iuts and misses that
took place so that the actions created can not only
be implemented, but also produce effecave resulis,

* Phase of Effecriveness indicators (8

The effectiveness indicators. which also in-
clude the operational managemenl, consider an
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acdo lECcnica extra-organizacional. i1slo & consiste
no esforgo da organizagio de ser efetiva para os
szus beneficidrios, alias, o que € oporluno oo
plancjamento turistico sustentdvel. Geralmente,
outros medelos enfatizam a agéo téciica inlra-
organizacional, chiciéncia de processos e ¢ficacia
dos resultados, tipica nos modelos de gestio
administrativa A grande coninbuigio do modelo
SiGOS ¢ que a agio Idcuica cxlra-organizacional,
direcionada para a dtica ¢lica do desenvolvimento
sustentavel, como s¢ privilegia neste trabalho,
conduz a agio intra-orpamizacional, @ ndo o inversa,
cono [az 4 otica cconomicista,

Nio se tem a pretensio de considerar o
modelo SiGOS - versio 1999 - como acabada
J& que € um modelo flexivel, espera-se que com-
plemente ocutras ahordagens. mesme porque ¢le
surgiu exatamente delas. Essa modéstia justifica-se,
tambéin, por um paradoxo que o transforma em uma
metodologia eternamente inacabada. Por um lado, é
um medzlo incipiente com limitaghes que, ao longo
dc muitas experimentacdes empiricas, vai se
consolidando como uma abordagem mais lapidada;
¢ de oulro, possul uma caracteristica de adapta-
bilidade, originada, sobretudo, pelo processo
participativo sugerida cm suas etapas, o que, alias,
contraria s modelos mais sistémicos de gestio,
inclusive os que gestionam o plinejamento turistico
sustentdvel,

extra~organizational echoical aclion, that is ihe
organizational effort o be efficient for its benefici-
aries, which is also convenicnl in sustainable
{ounsim planming. Typically, other medels empha-
stz {he infra-organizational technical action, that is,
efficiency in processes and efficacy of results,
conmen in administrative management models.
The greatest contribution of the SiGGOS maode! is that
the extra-organizational technical action geared
towards e ethical view of sustainable develop-
ment, according o what is defended in this work,
feads to the intra-organizational action, rather thao
the opposite. which is in accordance with the
economist view.

There is no intention of considering the 1999
S1GOS model as being fully concluded. Since itis a
flexible model, other approaches arc hoped for,
especially because this version arose from a similar
progess. This modesty 1s also justificd by a conira-
diction that transforms il into an ever-changing
methodology. On the one hand, i 18 an incipicnt
model with limitations, which after going through
empirical experiments, consolidates itsell s a more
elaborated approach. On the other hand, it pos-
sesses an adaptability characteristic originated
mainly from the participant process sugpested in ils
phases. whicly, as a matter of fact, contrarics the more
systemic models of management, including thosc
that manage the sustainable tourism planning.
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