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Abstract

Paper aims: The main objective of this article is to present and validate a method to integrate multiple management tools
aiming for organizational excellence in medium and large enterprises.

Originality: There is a scarcity of methods to integrate management tools to support companies in their operations. This
study aims to fill this gap, proposing a manner for companies to perform this integration.

Research method: The method was developed considering tools and concepts well-established in the literature, such as
Lean Thinking, Six Sigma, Balanced ScoreCard, among other management tools. The mentioned method was validated
through a survey with managers and directors who are experts in organizational strategies. They were carefully selected
considering their professional background.

Main findings: The proposed method provides an alignment between strategy and execution, presenting a cyclical
characteristic to be continuously reviewed method, considering market needs. The survey verified the adherence of the
method and to conclude that it is a feasible alternative to reach organizational excellence. Although integration of
management methods is fundamental for companies to reach organizational excellence status, this kind of guidelines is
scarce in the literature.

Implications for theory and practice: This method can be used to increase companies’ performance and competitivity.
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1. Introduction

In the information era, a substantial amount of data is provided for companies to support business
management, to guide strategies and to obtain subsidies for the execution of the tactical plans, in order to
increase its level of competitiveness. Knowledge is accessible to any company, which includes methods and
management tools (Boulesnane & Bouzidi, 2013; Dubey et al., 2019; Goecks et al., 2020; Hu et al., 2017,
Meneghelli, 2016). The appropriate management of this knowledge is essential for companies’ competitive
advantage (Di Vaio et al., 2021).
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However, the primary question is still how to properly use this information to formulate and unfold strategies,
in other words, how to transform them into subsidies that are capable of providing process optimization and
the correct business direction, ensuring that the strategic goals can be achieved (Boulesnane & Bouzidi, 2013;
Ghalehkhondabi et al., 2020).

There is also another critical factor that still plagues companies. Associated with this volume of information
that must be managed, there is a globalized, volatile and highly competitive market that exerts vast pressure
on organizations, leaders and managers (Berman et al., 2010; Deif & Elmaraghy, 2014; Nejatian et al., 2018).
There is no room for mistakes, and inadequate targeting can lead to the decline of an entire company.

In this scenario, leadership abstention in the process is not always characterized as an element of neglect, but
rather as the absence of a robust method that allows the unfolding of strategies within the complex environment
in which they are inserted. The absence of a systemic view and an integrated process often leads leaders not to
consider important elements for the success of an action (Kennerley & Mason, 2008).

Mistaken decision-making or decision-making procrastination due to lack of subsidies can lead to failures in
the implementation of strategies. A survey conducted in the mid-1980s with several management consultants
showed that less than 10% of the strategies formulated were successful (Kaplan & Norton, 2000). The importance
of organizational performance for strategic management is still evidenced in the literature (Ferreira et al., 2019;
Hamann & Schiemann, 2021).

1t is also observed that in recent years companies have focused on the analysis of their external environment
and formulation of their strategies, with little attention to issues related to their implementation (Cunha &
Borges, 2009; Stiles & Taylor, 2002; Voola & 0’Cass, 2010). In fact, the high mortality rate of business strategies
is almost always related to problems of its implantation, not its formulation (CoulsonJThomas, 2013).

Regarding the available methodologies and management tools, an evolutionary process can be observed.
Periodically, management tools are improved, new concepts are introduced, however, there is an internal
misalignment in companies, where each manager uses a particular work method, which prevents the establishment
of a unique language within companies (Nielsen et al., 2017).

The lack of integration not only has a negative influence on the strategic goals of the company, but it also
gives it a greater level of inefficiency due to errors, rework, and duplication of team efforts, thus increasing
operating costs. Despite the benefits of adopting an integrated management method, there is still no international
standard or specific guidelines for its implementation (Llonch et al., 2018; Sampaio et al., 2012).

Specifically, in the case of tools for deploying strategies, there is a lack of methodologies, capable of ensuring
that the outlined strategic goals reach all hierarchical levels and can be successfully set, especially in relation
to the connection of strategies with the company routine and its linkages with other methodologies, in this
sense, the gap in the literature is evidenced. Therefore, the research question that drives this research is: “How
can the management tools be integrated to enable companies to achieve their strategic goals at every level?”.
For this, the following goals of this research were established: 1) to carry out a bibliographical review in order
to identify methodologies and tools to allow the appropriate unfolding of the strategies and contribute to the
proposition of an integration method; 2) to propose a method to integrate multiple management tools aiming
organizational excellence in medium and large companies; 3) conduct a survey with professionals to find the
answer to evaluate the degree of adherence and applicability of the method.

2. Theoretical background

The deployment and strategic execution process refer to the stage where planned strategies are actually
developed by the organization, so that the desired goals can be achieved (Chatterjee et al., 2016). In essence,
the strategy execution process must convert strategic goals into concrete results, which requires the adoption
of efficient results-determination mechanisms for control and monitoring (Srivastava, 2013; Srivastava & Sushil,
2015).

The most classic definitions related to strategy deployment refer to the promotion of organizational alignment,
i.e. the dissemination of strategy to all organizational levels (Srivastava & Sushil, 2017). 1t is notorious that the
very definition of the concept of strategy deployment implicitly suggests the need for an integration model that
can enable this alignment. For Getz and Lee (2011), managing strategy execution requires well-orchestrated
processes to lead strategies to the desired results.

Although the execution stage is neglected by most organizations and even business schools, that is a critical
success factor for any type of strategy (Getz & Lee, 2011; Voola & 0’Cass, 2010). For some authors, the lack
of execution ability by companies and their managers would be a major failure factor in brilliantly planned
business, which has been almost an epidemic in today’s corporate world (Raps, 2005; Speculand, 2009). In this
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same logical reasoning, some authors state that the greatest difference between a company and its competitors
is exactly the ability to execute (Bossidy et al., 2002; Cocks, 2010; Floyd & Wooldridge, 1990).

1t is possible to present some examples of key tools associated with Strategic Formulation and Execution:
SWOT matrix, Porter’s 5 Forces, BCG Matrix, GE McKinsey Matrix, Business Model Canvas, Balanced ScoreCard
(BSC), Hoshin Kanri, Four Disciplines of Execution Method (4DX) (Campbell, 2017; Henike et al., 2019;
Mcchesney et al., 2013; Shen et al., 2015; Vuorinen et al., 2018). And, there are some complementary tools
that can be integrated to the method: Competitive Analysis; Cash Flow; Sales Forecast; Sales and Operation
Planning (S&OP); Customer Sensitivity Analysis; Lean Six Sigma; Continuous Improvement Cycle (PDCA); Six
Hats of Thought; Plan A3; Kaizen; Project Canvas; Project Management; Meritocracy Programs; Strategic Review
Cycles (Blumentritt, 2006; Calandro Junior & Lane, 2007; Cioffi, 2017; Huikku et al., 2017; lvert et al., 2015;
Kim & Choi, 2017; Muraliraj et al., 2018; Project Management Institute, Inc., 2017; Prybutok, 2018; Shamah,
2013; Tortorella et al., 2015).

Regarding to the management integrating models, Nunhes et al. (2017) argues that a truly integrated
system combines management models focused on process vision, generating subsidies to all company practices
and standards can be managed in a single system. According to Asif et al. (2011), in addition to the vertical
integration required to ensure the dissemination of the strategy across all hierarchical levels and to promote
a cycle of analysis and review of objectives, goals and processes, there must also be horizontal integration, to
promote synergy between processes, departments and teams.

However, even with the wide discussion about the importance and the need to promote the integration of
processes and management systems, there is practically no standard reference model for their implementation
aiming the operational excellence. Operational excellence can be defined as a means to achieve process reliability
through continuous improvement. 1t involves structuring control mechanisms that enable the company to
regularly assess whether performance and targets are being met. In this way, processes can be evaluated and
changed or modified when necessary or appropriate to produce better results (Zhang et al., 2016).

3. Methodological procedures

This section provides an overview of the research steps, as seen in Figure 1.

The first step of the process was to conduct a literature review, structured through research in renowned
scientific bases. The objective was to clarify the concepts of strategic planning and execution, integration and
operational excellence and also to carry out an extensive mapping of available methods and tools in the literature
to support these concepts. Based on this information and on all identified gaps, the method of integrating
multiple management tools was proposed in order to achieve organizational excellence in medium and large
companies. The basic premise of this method was to enable the integration and synergy among the tools and
methods considered. In especial, the method was developed to establish connections between planning and
execution phases.

With the initial method designed, a survey script was structured containing validation questions. The script was
structured in two parts, the first consisting of 15 multiple choice questions, presented in the form of statements
to assess the participants’ level of agreement with the proposed method, and 4 open-ended questions to point

Literature review on
strategies, management
tools and Organizational
excellence.

Theoretical proposition
of the integrative method

aiming at Organizational
excellence

Questionnaire
development and research
application of the selected

professionals

General conclusions Method improvement ) )
establishment based on using information Obtained results analysis | <
research gathered
Figure 1. Research conducting steps.
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out the strengths and weaknesses of the method and show any adaptations. These questions are presented in
Table 1.

The script was structured using the Google Form. An illustrative image and an explanatory video of the method
were attached, being a pre-requisite for answering it. The creation of the video was necessary because it is not
a trivial method and its full understanding requires a more detailed explanation. The script was approved by a
Research Ethics Committee and the questionnaire was sent to 20 professionals holding strategic positions of
medium and large companies from different segments. They were chosen through a non-probabilistic sampling,
however the professional background were deeply analysed and it was selected only those presenting a relevant
professional background, presenting experiences in several companies and being able to technicaly evaluate the
difficulties and the method under analysis.

The data analysis was done considering convergence and trend for closed questions. This criterion considers
that if 500 of the answers or more are allocated to one of the criteria arranged in the defined Likert scale, there
is a convergence to that parameter. If no convergence is identified, it should be only assessed whether 50% of
the answers or more are displaced on the Likert scale above or below the neutral point, indicating a tendency
for agreement or disagreement with the proposed method.

For the open questions, a critical analysis of the answers was performed using lramuteq software. With
the consolidation of the research data, debates about the results obtained were held. In the final stage, the

Table 1. Questions presented in the survey.

Question Answer

Q1) Companies generally present serious () Strongly () Strongly Agree

() Disagree (D) () Indifferent (1) () Agree (A)

difficulties in implementing their strategies Disagree (SD) (SA)
Q2) There is a shortage of guidelines on how to () Strongly . . () Strongly Agree
deploy strategies Disagree (SD) () Disagree (D) () Indifferent (1) () Agree (A) (SA)
Q3) There is a lack of guidelines regarding the () Strongly . . () Strongly Agree
integration of management methods and tools Disagree (SD) ) Disagree (D) 0 Indifferent (1) () Agree (A) (SA)

Q4) There is a lack of guidelines as to the path

that must be taken to achieve organizational () Strongly Agree

0 Strongly () Disagree (D) () Indifferent (1) () Agree (A)

excellence Disagree (SD) (SA)
Q5) The presented method shows guidelines for () Strongly . . () Strongly Agree
strategy deployment Disagree (SD) () Disagree (D) () Indifferent (1) () Agree (A) (SA)

Q6) The presented method shows guidelines for

the integration of management methods and () Strongly Agree

(SA)

() Strongly

Disagree (SD) () Disagree (D) () Indifferent (1) () Agree (A)

tools

Q7) The method presented can be fully () Strongly . . () Strongly Agree
implemented in your company Disagree (SD) 0 Disagree (D) 0 Indifferent (1) 0 Agree (A) (SA)

Q8) The tools presented are in line with the () Strongly . . () Strongly Agree
reality of your company Disagree (SD) 0 Disagree (D) () Indifferent (I 0 Agree (A) (SA)

Q9) The presented method can be implemented
in companies of the same segment in which your
company operates

() Strongly Agree
(SA)

() Strongly

Disagree (SD) () Disagree (D) () Indifferent (1) () Agree (A)

Q10) The proposed method can contribute to () Strongly . . () Strongly Agree
improving the performance of your organization Disagree (SD) 0 Disagree (D) 0 Indifferent (1) 0 Agree (A (SA)
Q11) The proposed method is able to bridge the () Strongly . . () Strongly Agree
gap between planning and strategy execution Disagree (SD) 0 Disagree (D) 0 Indifferent (1) 0 Agree (A) (SA)
Q12) The proposed method can be incorporated () Strongly . . () Strongly Agree
by the leadership of your company Disagree (SD) 0 Disagree (D) 0 Indifferent (1) 0 Agree (A) (SA)

Q13) Potential returns from the implementation
of the proposed method justify your investment
(human and financial capital)

() Strongly Agree
(SA)

() Strongly

Disagree (SD) () Disagree (D) () Indifferent (1) () Agree (A)

() Strongly Agree
(SA)

Q14) The level of integration between the tools () Strongly
presented in the method was satisfactory Disagree (SD)

Q15) The complexity level of the method is
adequate given the complexity of its purpose
(providing synergy between processes and
directing the organization to organizational
excellence).

() Disagree (D) () Indifferent (1) () Agree (A)

() Strongly
Disagree (SD)

() Strongly Agree
(SA)

() Disagree (D) () Indifferent (1) () Agree (A)
Open-ended questions

Q1) What are the strengths observed in the method?

Q2) What are the weaknesses observed in the method?

Q3) Which improvements would you point out about the method?

Q4) Would you add and/or remove any methodological tools?
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conclusions regarding the research objectives were established considering the obtained results, so the initial

hypothesis formulated regarding the viability of the proposed method could be validated.

4, Results and discussions

4.1. Theoretical presentation of the proposed method

The proposed method is structured to provide alignment between strategy and execution. 1t has a cyclical

characteristic, i.e. it is not a static methodology, but a continuous review method, connected with the philosophy

of the continuous improvement cycle and adhering to current market needs. Figure 2 presents the proposed

method.
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Figure 2. Proposed integration method.

The steps of method implementation will be presented in sequence, starting with the strategy formulation layer.

Definition/Review of Mission, Vision and Values: The first step of the process is the elaboration or review of
its mission and organizational vision, if there are any. This stage should always be analyzed in the first instance
because it reflects the yearnings of the organization and consequently of the individuals who lead it. This does
not mean that the mission and vision cannot be revisited during the strategic planning development process.
Quite to the contrary, this is a natural process and should in fact take place because it is also the role of strategic
planning not only to signal the paths to achieve a result, but also to present the limitations or impediments that
may make a future vision unfeasible.

Strategic Environment Analysis: The next step refers to the analysis of the internal and external environment
to which the company operates. In the analysis of the internal environment, an in-depth assessment of the
organizational structure should be conducted, identifying the potentialities capable of sustaining the capitalization
of business opportunities and the internal weaknesses of the organization, which must be addressed so that the
company does not face threats of competition. The internal environment analysis considers the evaluation of six
different aspects, as recommended by Biagio and Batocchio (2005): Organisational, marketing, personal / HR,
production / operation, financial and technological aspects. This analysis can be done through process mapping
or using structured checklists, as available in the Canvas Model (Osterwalder & Pigneur, 2010). All points raised
should be prioritized according to their level of relevance. Similarly, in analyzing the external environment, we
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must assess the opportunities and threats that permeate the market in which the company operates. In the
analysis, we must consider all market components, such as economic, social, political and technological. For this
mapping we can also use structured checklists, available in the literature. 1t is recommended that the external
environment review process be conducted in a workshop attended by managers, directors, supervisors and other
relevant resources. The more heterogeneous the group, the richer the analyzes will be. The points raised in this
step should also be prioritized according to their level of relevance. This stage should also conduct a detailed
mapping of the organization’s direct competitors. Next, the main characteristics of these competitors as well as
their strengths and weaknesses should be identified. You should evaluate the bets or investment targeting of
these competitors for future projects. This analysis is crucial especially for the complementary identification of
potential threats. Another key action to be taken at this stage is customer sensitivity analysis, so that it is possible
to identify the value-adding elements. This analysis is critical for a company to tailor its products and services
to meet the expectations of its target audience. In order to make this evaluation, it is necessary to carry out
research in specialized magazines and websites, to apply satisfaction and intent surveys, and to structure a map
of empathy through group dynamics. This tool aims to map the customers profile as well as their preferences.

¢) Scenario Prototyping: Stage of the method where the strategy formulation process should begin by prototyping
the scenarios envisioned for the business and taking sales and cash projections as a reference. Initially, a SWOT
matrix should be structured to correlate market opportunities and threats with identified strengths and weaknesses.
Based on the outputs of the SWOT matrix, the scenario prototyping process provided by the Canvas frame
should be started. Thus, the following elements must be specified: customer segment; value offer; channels;
relationship with customers; sources of revenue; key resources; key activities, strategic partnerships and cost
structure. Through this method, it is possible to build different scenarios, testing different strategies and market
positions. Structured business scenarios should consider sales forecasts for future periods. Forecasts, in tumn,
must be supported by statistical forecasting models. With the forecasts available, cash flow projections should
also be made, which will also influence structured business models. Thus, it will be possible to simulate if the
organizational results are acceptable, which means, if the business is able to pay all fixed and variable costs and
still generate the profitability necessary to enable its operationalization against the risks inherent to the business
and the cost of capital. 1t will be based on this analysis that the company should structure its budget, i.e. the
strategy and the budget must be in full synergy.

d) Definition of Time-lapse Strategic Initiatives: At this stage of the method, strategic initiatives should be
conducted according to the validated scenario prototype should be established. The purpose is to convert the
desired strategic objectives into initiatives that can be fully interpreted by the teams responsible for the execution.
There is usually a much larger volume of initiatives than the organization has the capacity to execute. For this
reason, and taking the four disciplines of implementation method as a reference (Mcchesney et al., 2013),
initiatives should be assessed considering the focus on the crucially important, i.e. considering that for the start
of the strategy implementation process, some initiatives outweigh others in the importance requirement and
therefore need to be prioritized. In this step we can use a prioritization matrix.

e) Incorporation of the BSC: With the prioritized initiatives, the BSC should then be incorporated, establishing
correlations with the indicators that will be used to measure its effectiveness. The process begins by surveying
all available indicators in the organization through a KP1 workshop. In this dynamic the gaps are also identified
that indicate the need to create new indicators. The set of mapped indicators should be distributed according to
BSC perspectives, establishing the cause and effect links between the financial and non-financial indicators, and
the selected strategic initiatives. At the end, the targets for each indicator associated with a strategic initiative
should be specified. These goals must also be tracked over time to achieve the desired levels of excellence for
the business.

f) Goal Deployment: The last step to be defined for the strategic layer, prerequisite for the officialization of the
plan for all organizational levels, representing the transition to the execution phase. This stage begins with the
deployment of strategic indicators into tactical and operational processes. 1t is also important to pay attention to
the characteristic of these indicators. According to Mcchesney et al. (2013) they must have driving characteristics
rather than results, that is, they must be predictable and influential. The work team needs to be able to see that
their actions are influencing the outcome of an indicator for which they have responsibility. It is an engagement
mechanism. The tying of these multi-level indicators with the strategic initiatives to be conducted by their
respective managers can be established through an X matrix employed in the Hoshin Kanri methodology. An
important consideration is that at this time an analysis should be carried out to verify if there are strategic
initiatives to make it possible to achieve all the goals, or if the initiatives raised will be enough to guarantee the
desired results. This way small adjustments can be applied at this stage.
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Finally, the goals of the tactical and operational level indicators should be set by reference to the expected
results for the strategic level indicators. Once the strategic plan has been consolidated, it should be made official
to the entire organization, with the presence of the president, directors and managers. An intensive campaign
should also be undertaken to publicize the roles and responsibilities of each area, department and individual within
the strategic execution process. Immediately after the official announcement, each manager should conduct an
individual workshop with their respective teams to explain the objectives, initiatives and goals to be achieved.
In addition, the process of execution, monitoring and periodic review of the strategies, elements of the second
layer of the proposed method, should be explicit. 1t is recommended that all leaders must be trained in advance
so that they can conduct the workshop considering the same standards and language of communication. Once
this step is completed, the method implementation layer begins where there are three main pillars that support
the cycle objectives and goals review, the improvement office pillar, the high performance team building pillar
and the of meritocracy. In the following, these three pillars will be detailed.

g) Improvement Office: internal entity that should be established with the objective of boosting the strategic
initiatives of the organization and promoting the continuous improvement process. 1t is a powerful mechanism
to ensure that all improvement actions can be developed internally through structured working methods such
as the Problem Analysis and Solution Method (PASM) and the use of project management techniques. In this
way, the improvement office must ensure that the outlined strategies are implemented in the day by day of
organizations, either through Kaizen events, building improvement action plans, or developing more complex
projects. For this reason, the improvement office is said to be the facilitator of improvement strategies and
actions. In addition, its goal is to ensure that all departments of the company are perfectly aligned and focused
on the performance indicators of interest to the organization.

h) High Performance Team Set: One of the key points of the proposed method refers to the special attention
given to the development of human resources to create high performance teams. This ideology is related to the
fact that human and intellectual capital are the greatest agents of execution, transformation and innovation.
Human resource development directly implies organizational development.

The recommended human resources training program should consider the particular intellectual level of
each organization / department and should follow an evolution plan over time (knowledge track). Regardless
of what stage the organization is in, the training plan should consider continuous improvement cycles and
other Lean tools.

i) Meritocracy - Recognition and Reward Program (RRP): Another key point of the method concerns the idea
of meritocracy. The structuring of a RRP links the achievement of goals to the recognition and reward of
human resources, thus stimulating people’s motivation and creating an environment prone to the generation
of new ideas and innovation. Variable compensation programs must be connected with corporate strategies
and the objectives pursued by the company. This initiative ensures that the focus is directed to the indicators
of interest of the organization.

Once the implementation tripod is structured, the strategy implementation cycle effectively begins.

j)  Spot Management - Performance Tables: Throughout the strategic execution process, it should be ensured that
all areas have a scoreboard with the main performance indicators that should be monitored daily. Responsibility for
updating and exposing performance indicators should lie with area leaders. However, it is the Improvement Office’s
responsibility to monitor and charge leaders if these indicators are out of date. The use of sight management
encourages teams to engage in achieving results.

k) Management Planning Meeting (MPM) and Operational Planning Meeting (OPM): These represent meetings
to discuss how strategies will be implemented, how problems will be resolved, and how new opportunities will be
addressed. Whenever an indicator exposed at the strategic management meeting is off target and the strategic
committee is asked to direct corrective, preventive, or containment action, it will trigger the need for an MPM or
OPM. For the most complex problems or actions that represent the need to develop a project, an MPM should
be convened with the presence of managers and leaders. For actions that are not characterized as a project, an
OPM should be scheduled with the presence of leaders and other key collaborators in the area.

Meetings must follow the Six Hats dynamics of thought so that they can be efficient and effective. At this
meeting all improvement techniques and tools should be employed extensively. The main purpose of the meeting
is to get the draft of a new action plan or even guidelines for reviewing an ongoing action plan.
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1) Structuring the Action Plans: At the end of the meetings, the leader of the action should structure the detailed
implementation plan with the support of the improvement office, which will assist in the project management
aspects (discussed below), establishing the actions, the leaders and the deadlines for the completion of each
action outlined.

Strategy improvement or deployment plans can be formatted into three different document types: Kaizen /
5W2H form for initiatives that represent low or non-existent investment and can be completed within 1 month;
A3 map form for medium investment initiatives that can be completed within 3 months; and Project Canvas
form for initiatives that require high investment and are usually completed within 3 months.

m) Project Management: The improvement office is also responsible for managing the timelines of all action
plans and the allocation of all resources involved. To do this, after approval of an action plan, you must enter
all planned activities into a kanban action management model. The kanban model of action management is
nothing more than a way of organizing activities. In terms of resource allocation monitoring, the improvement
office also plays a key role in constantly assessing whether any resources are overloaded. This concern is in line
with Mcchesney et al. (2013) approach that resources lose focus and quality of execution when they undergo
an exacerbated number of improvement activities added to their daily work routine.

n) Weekly Cadence Meetings: After structuring the action plans, the improvement office should, along with the
person designated for the results of the action plan, initiate the weekly follow-up of the planned actions. These
are the cadence meetings that according to Mcchesney et al. (2013), represents the most important method
discipline of the four disciplines of execution.

Cadence meetings should last no more than 30 minutes, and should involve all employees with actions
provided for in the plan, and should also always follow the same agenda: accountability (reporting commitments),
signaling difficulties, reviewing status and planning. actions to be developed by the next cadence meeting. It is
important to state that in this method, employees assume responsibility for delivering the plan to their team
members and no longer through the imposition of leaders or managers.

0) Sales and Operations Planning (S&OP): The proposed method also considers the integration of the S&OP cycle,
using its information and projections as a mechanism of confrontation between the planned scenario (strategic
plan) and the projected scenario (S&OP). S&OP conciliation meetings are crucial as they direct all strategies in
areas such as production scheduling and consequently purchasing, as well as directing the sales effort. Thus,
the connection of the S&OP to the strategic map is the trigger for eventual course adjustment. For this reason,
the outputs of the S&OP should be the inputs of the SMMs.

p) Review of the Strategic Plan - Strategic Management Meetings (SMMs): represents one of the key elements
of the proposed method. SMMs should occur monthly at the beginning of the month when the S&OP cycle is
complete and all indicators from the previous month are consolidated for evaluation. SMMs should preferably
take place on the same day and represent meetings of managers, directors and the president of the organization
to evaluate performance indicators related to corporate strategies of the company. Accordingly, each manager
or director responsible for the strategic level indicator should be accountable for the indicator’s performance
versus the target set. If the strategic indicator has not achieved the desired goal, a more detailed analysis should
be carried out, assessing which of the tactical and operational level indicators linked to it have not reached the
target either.

Following analysis, actions should be suggested so that off-target indicators can achieve their optimal
performance in the next evaluation cycle. These suggestions will be dealt with later in OPMs and MPMs supported
by the enhancement office.

4.2. Results from proposed method assessment survey

The consolidation of the research allowed the identification of very satisfactory results regarding the
participants’ level of agreement about the proposed method. Figure 3 presents the synthesis of these results.

In the open questions evaluation, more specifically in question one, it was found a high agreement that the
method serves its purpose by establishing the integration of multiple management tools and acting at the critical
point of the process, which is at the interface between the planning and strategic execution. The similarity map
generated by the lTramuteq software shows the connection between the mentioned points, as shown in Figure 4.
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Figure 3. Summary of search results.

Regarding question 2, in which participants were asked about the weaknesses of the method, the main
notes were: 32% mentioned the complexity level of the method; 26% said they did not identify a weakness;
119% mentioned the absence of aspects related to organizational culture change or management change; and
11% mentioned the difficulty of execution, which can, in a broader analysis, also be linked to the complexity
of the method and the need to promote management change.

In question 3, in which participants were asked to indicate improvements to the proposed method, the most
mentioned terms were identified: inclusion of management change, method synthesis to reduce the complexity
level, and application of technology to support deployment.

Regarding question 4, in which participants were asked to indicate the need to include or exclude any tool
in the method, a huge majority indicated no need.
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Figure 4. Similarity analysis for the strengths identified in the method.

4.3. Discussion

Lately, the high mortality rate of strategies developed by organizations has been very much addressed in the
literature. In this survey, again this was a clear issue, where about 85% of respondents indicated that they agree
(30%) or totally agree (55%) that companies generally have serious difficulties in implementing their strategies.
This question was firstly addressed because it aimed, in the first instance, to validate whether this aspect was
also perceived by the participants as critical for their organizations, since the proposed integration method has
as one of its main objectives to improve the performance of organizations in this regard.

Another issue validated by the research refers to the lack of guidelines on how to deploy strategies, where
70% of participants indicated that they agree (45%) or totally agree (25%) that this is a current problem faced
by organizations. Once again the gap between planning and execution is evident. Moreover, it was found that
this is not an exclusive problem of small companies, since the target audience of this research concentrated in
medium and large companies.

Similarly, participants were asked about the scarcity of guidelines regarding the integration of management
methods and tools, and again the result showed the criticality of the issue, where 800% of participants indicated
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that they agree (30%) or totally agree (50%) with this statement. This result is also in line with the bibliographic
survey and once again reinforces the problem related to the lack of a guideline to promote the integration of
management systems.

Linked to these factors, showing the lack of guidelines as to the path that must be taken to achieve
organizational excellence, reinforces the importance of the proposed method.

The analyzes subsequently focused on answering the main research question: once the method was conceived,
what would be its degree of adherence and applicability to the reality of medium and large organizations?

As evidenced by the results presented, the positioning of the research participants in relation to the proposed
method was very favorable, indicating their adherence to the reality of companies and, therefore, qualifying
it as a possible and viable way to pursue organizational excellence. This condition can also be reinforced by
signaling the various positive factors listed by participants in the first open question.

Regarding the negative points and improvements to be applied in the method, all the notes observed were in
the character of recommendations. The aspect most cited by the respondents refers to the degree of complexity
of the method. However, it is important to clarify that the integration process is not a trivial activity and demands
a more robust and structured solution. Another important fact is that the integration method implementation
process does not occur all at once. This is a gradual and phased deployment process, so it is not expected to
be implemented at one time. This gradual process is also healthy because the method seeks to promote cultural
change in the organization, and this type of change does not occur at an accelerated rate.

Another topic mentioned by the respondents in this analysis strand refers to the lack of a management
process change for the implementation method. On this issue, it is important to state that such a program needs
above all of top management. This is the first step to be taken to enable the method. Once senior management
is willing to support its implementation, creating the necessary conditions for teams to exercise it properly, the
method itself in its structure already contemplates the change process. The change of mindset and consequently
of the organizational culture are more strongly associated with the formation pillars of high performance
teams, in which the training process tends to develop people’s vision and behavior; the recognition and reward
program, which encourages meritocracy and results-based management; and the cadence meetings and the
active performance of the improvement office, which is responsible for speeding up the actions necessary to
achieve the goals.

Regarding the suggestion about the use of technology to support the method implementation, although it
has not been explained, it is understood that there is full adherence. Increasingly, companies are technology-
dependent and the organization’s level of technology maturity may be a facilitator for implementation. Another
strand of analysis concerns the full systematization of the method, which could represent an even greater level
of integration for organizations. This systematization is a market trend and is connected with the so evident
precepts of industry 4.0. However, it is understood that this evolution requires a maturation of the post-
implantation method.

4.4. Integration method improvements

Given the lack of a denser adequacy point observed by the research participants, the improvements presented
were intended to act on the perception of respondents about the method complexity level. Thus, it acted in
two main aspects, in the flexibility regarding the adoption of some tools, without interference in the method
implementation cycle, and in the phasing of its steps.

In the first aspect, the flexible tools were: (1) Canvas frame, which does not prevent the operation of the
method, but facilitates the business vision; (2) Hoshin Kanri that facilitates the connection of goals with strategic
initiatives, however, can be absorbed by BSC if applied correctly; (3) training, can and should start from the
basics depending on the maturity level of the organization; (4) the six hat technique is a facilitator but not
overweight; (5) use of three modalities of action plans can be reduced or standardized to a single model; (6)
Activity kanban is one of the ways to manage running projects, but there may be others; (7) S&OP may be
incorporated later provided that the company has demand forecasting techniques and cash flow projections.

In the second part, the method was divided into four implantation phases, as evidenced by Figure 5.

The first phase covers the entire strategy formulation layer and has an estimated six-month implementation
deadline. Phase two covers the main elements of execution and includes basic process improvement training,
monthly strategic plan follow-up meetings (SMMs), the adoption of sight management practices, the implementation
of MPMs and OPMs, the structuring of plans. the implementation of the cadence meeting culture and the
structuring of the meritocracy program. For this phase an implementation period of 12 months is estimated.

Production, 32, €20210101, 2022 | DOI: 10.1590/0103-6513.20210101 1/14



STRATEGIES FORMULATION

Deployment of
strategic KPl into
tactical and
operational ones -
correlation function
(Hoshin Kanri)

Definition of Tactical
and Operational
Goals

Strategic plan
formalization

Individual workshops

KPI Office

KPI allocation
according to BSC
perspectives

Definition of strategic
goals and correlation
with strategic
initiatives

Goal
Deployment

Incorporation of]

the BSC

Improvement
Office

Definition/Review of Mission, Vision and Values

STRATEGIES EXECUTION

Training in

Minimum flow

Maxirmum quality
Minimum storage
Maximum Availability
Maximum speed

* [ Measure

L

Monthl
e
MM
B

Production scheduling

Sales Forecast
Sales Pipeline

Projected cash flow

High Performance Team Set

4

Operational /
Management

BESEET Planning Meetings

HR Allocation
Management

ean
Performance
Spot management
tables

Six hats

Lean/ 6 Sigma

Project
management

Project
Canvas

Meritocracy

Recognition and Rewarding Program

Strategic
Environment
Analysis

-

Scenario
Prototyping

Internal environment analysis

External environment analysis:
general, operational and
intell ectual

Competitive analysis

Customer sensitivity analysis:
satisfaction survey, intention,
empathy map and CTQ tree

SWOT matrix

Canvas

Sales forecast

Projected cash flow

Definition of Time-lapse Strategic Initiatives

Establish crucially important focus

Figure 5. Method implementation phases.

Phase three considers the evolution of training to apply more refined Lean techniques and the adoption
of project management practices. Finally, phase four includes yet another evolution of training considering six
sigma practices that will help teams lead improvement projects and incorporate the S&OP cycle to increase the
company’s predictability and make information even more integrated.

5. Conclusion

Faced with the complex scenario in which companies are inserted, there is an increasing challenge of keeping
competitive. Challenges abound, such as the difficulty of assertive decision-making by the leadership in the face
of an huge volume of information to be managed simultaneously, volatile and uncertain market, a gap between
planning and execution, the absence of guidelines regarding leadership participation in the strategy deployment
process and especially the difficulty of systemically managing through the integration of management methods,
which are fundamental for companies to achieve the state of organizational excellence. However, as evidenced
by the research conducted, a method or guideline directed to this end is practically non-existent in the literature.
Given this scenario, the main goal of this research was to propose a viable alternative, through a structured
method, so that companies can seek the level of integration and excellence, thus raising the management and
results levels and consequently providing business competitiveness for the company.

After proposing the method using all theoretical framework researched, a survey with 20 professionals was
applied to assess the level of agreement and its level of adherence. Overall, the results were very satisfactory
and showed that the proposed integration method effectively fulfills its objective, constituting a very viable
alternative for organizations to actually eliminate the gap between planning and strategic execution, promote
the integration and leverage results toward the state of organizational excellence.

1t is also important to point out that, besides the practical relevance of the method, there is also the academic
relevance, as mentioned, there is a great lack of relevant academic materials with this theme and new studies
may be directed towards proposing new approaches to this method or even to alternative methods, based on
this research. We also highlight that the systemic integration of the management tools validated can be useful
for researchers in their future studies. Among the future research possibilities, we highlight the conduction of
an action research implementing the proposed model in a company and evaluating the effects of it.

Finally, it is important to note that this is still a theoretical method and needs to be implemented so that all
assessed benefits can be confirmed. In addition, as any management system, the method should be analysed
by the companies in order to adequate its features to their realities. However it is clear that the benefits are
numerous and there is a huge potential for success given the perceptions raised in this research.
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