Alpa Belt Experig

Leveraging Business Results
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L ean Six Sigma

Foco na area da Qualidade.

1 turma Yellow Belt com colaboradores
treinados

1 turma Green Belt com colaboradores
treinados

Projetos GB definidos a partir dos principais
problemas de qualidade.

dos projetos concluidos




AR ALPARGATAS

L ean Six Sigma

Expansao do Programa para areas corporativas
e iInternacionais

3 turmas Green Belt com colaboradores
treinados: Industrial, Corporate e International

Projetos definidos a partir de desafios
direcionados pelas diretorias

dos projetos concluidos
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5. ALPARGATAS

' Alpa Business Model

\{_“ Estratégia

Curto, Médio e Longo Prazo
Visao, Cultura
Objetivos Estratégicos

— “Implement” “Improve” “Innovate”

\g Projetos

Gestao de Projetos

Gestao de Portfélio

Project Management Office (PMO)
Tribos & Squads

Innovacao & Disrupcao

| N

— — Metas

Gestao do Processos
Gestao da Rotina
*KPIs & Dashboards

EXXxi 3
G93t§° da Melhorias Incrementais: Metas
Rotina Sustentar




5. ALPARGATAS

Alpa Portfolio Management Model

1 Porifolio setting
2 Project scope &
Benefits definition

3 Supporting

Q } Alpa Portfolio
Track and

Management

8 Buiding @ Execution Closing



4 Alpa Portfolio Building Process

A M

1. ESTRATEGIA 3. PRIORIZAR

. ALPARGATAS

0300}

2. INVENTARIO ) ) 4. CATEGORIZAR

’ 6. METAS

’ 5. ALOCAR

-+

@) ¢ ()
0, 0
A

Determinar Impacto para o Categorizar (tipo, método)

|dentificar a partir da estratégia

Comunicacao das
TOP-DOWN

diretrizes estratégicas
de 1 ano

negocio Classificar por alinhamento

Descobrir BOTTOM-UP Determinar nivel estratégico Atribuir recursos aos projetos

Alinhamento do peso
de cada Diretriz

Dimensionar Complexidade

INTERACAO

(Gerentes de Projeto, PMOs, Gerentes de Portfélio, MBBs, Lideranca)

Estratégia

PORTFOLIO

Definicao de KRs,

Alocar equipe
KPIs e Metas

Lancar planejamento de mdltiplos
Contratacao de

projetos metas individuais

Alocar projetos em programas e
portfélios
Plano de treinamento para

projetos estratégicos

Execuc¢ao




5. ALPARGATAS

Inventory Building
From siloed strategy to a cross Alpa’s planning process

FROM > 10
Input from Input from  Input from Input from
Dept. A~ Dept.B  Dept.C  Dept.D Dept. A Dept.B  Dept.C  Dept.D
fa— End-to-end
— value driver #1
Strategic Dialogue
strategy &

execution plan

End-to-end
value driver #2
strategy &
execution plan

Strategic Dialogue

End-to-end
value driver #3
strategy &
execution plan

Strategic Dialogue

End-to-end
value driver #4
strategy &
execution plan

Strategic Dialogue

Value Driver #1
Value Driver #2
Value Driver #3
Value Driver #4

Strategy Strategy Strategy  Strategy
Dept. A Dept. B Dept. C Dept. d




5. ALPARGATAS

Priorizacao do Portfolio
Definicao do nivel estratégico de cada projeto a partir do valor Gerado para o negdécio

“X” Projetos Mais Importantes

100% Conectados as Metas

. Alta Frequéncia no Acompanhamento e Monitoramento
"""""""""""""""""""""""""""""" - Visibilidade Total

Treinamento, Coaching e Mentorias conforme necessidades
Nao negociavel

7 4

Diamond

Projetos muito importantes
100% Conectados as Metas
. T&M através de dashboards
""""""""""""""""""""""" . Treinamento conforme disponibilidade da ALU

Business

Coaching para Projetos Belts
Visibilidade Total

Platinum

Melhorias Funcionais | Locais

Recomendado que esteja conectado a uma Meta
Ndo fara parte da Gestdo de Portfdlio da Alpa
Gestao e T&M Locais

Complexity




5. ALPARGATAS

y

Categorizacao de Projetos

IS THERE A
PROCESS OR IMPLEMENT
PRODUCT?

oo ¥ INNOVATE




Alpa Methodology OFffice

Categorizacao de Projetos

A

COMPLEXITY

o

{ _________________________________

‘4> IMPLEMENT

Project Management | PMO

Portfolio Management

Stakeholder Management

Scrum | Agile

(&3 IMPROVE ‘:" INNOVATE
Advanced Analytics Advanced Analytics
Master Black Belt Tech Transformation
Black Belt Design Thinking
Scrum | Agile

Yellow Belt

Scrum | Agile

White Belt | PDCA | Lean

Excellence Programs | Knowledge Management

5. ALPARGATAS

————————————————— UNCERTAINTY  ----------------ooooooooooooooooooooooooooooooo3 o

Alpa Belt Experience




5. ALPARGATAS

Categorizacao de Projetos
Definicao da metodologia

Improve Project Category

E . o Business ! GB

Qo O 0 Impact

c @ o

— O o

[ﬂ E E 7

y H \J
0 0,2 04 0,6 0,8 1

Complexity
Cﬂmp'l Eli ty’ Cﬂmp.l El'i t}f Innovate Project Category

0,8

Implement Improve Innovate
Business (XM Design Thinking DMADV @ Alpa

Impact GBor BB

0,4

0,2



5. ALPARGATAS

Gestao do Portfolio E2E

)

Functional PMO Team

Corp Projects
Thais Salvi

Industrial

AntoOnio Santana STRATEGY

b 3
Supply

Geovana Facchini

Corp Projects
Gabriel Pestana

&l

People
Caio
Baptista

Strategic PMO Global FP&A

Diego Duarte Luiz Antunes

PORTFOLIO MANAGEMENT L

loasys
iulia Martins

Marketing

Fernanda Souto g
) 1BD
",

Tech BMU EAA

Camilla Mayumi
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Jornada do Belt Experience

Modelo evolutivo de competéncias da formacgao Belt da Alpargatas

YO
ALPARGATAS

Intermediate Level
Enable to be a leader of
med-low complex projects

Beginner Level
DMAIC Mindset Introduction

R

Alpa Belt Experience

CERTIFIED GREEN BELT

Upper Intermediate Level
Enable to be a Strategic Project
Leader and coach Yellow belts

Advanced Level

Enable to lead any Project
level, lead portfolios and
coach Green belts

. ALPARGATAS

"
@ N

Alpa Belt Experience

CERTIFIED MASTER BLACK BELT

ALPARGATAS

Expert Level

Enable to train the trainers,
manage the Belt Program
and coach any Project level

Alpa Belt Experience
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Alpa Belt Experience

TRAINING

N
( ALU | AlpaLearningUniverse



' Modelo de Treinamento

Yellow Belt

32 horas
8*4h

Online

LEAN SIX SIGMA

DESIGN THINKING

SCRUM & KANBAN

Green Belt Black Belt

72 horas 96 horas
9*8h 10*8h + 4*4h
On site On site Online

5. ALPARGATAS

1
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Alpa Belt Experience

COACHING

N
( ALU | AlpaLearningUniverse



Modelo de Coaching

Belt Leader

Meta Individual
tipo Y/N

Score=25

5 sessoes
GREEN BELT 6 sessoes
BLACK BELT 8 sessoes
& — |
8
© B B
: l' | —7]
Tempo Qualidade Resultados Sustentabilidade
20% 20% 40% 20%
-

Current Situation

Next Steps




Modelo de Coaching ~ /

Portfolio Health

Strateq et FIlArS
- I 100% ' I I l . N 1 1 1 1
elirdy Port Toles Health

e ] D | EH
.
& 5 & & T
i i L L

Com base no Score dos Projetos, o indicador de
Portfolio Health € gerado e acompanhado pelo VP
de cada drea e pelo Comité do Rewire.
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GESTAO DA
EXPERIENCIA

\ALU AlpaLearningUniverse



Alpa Belt Experience

- Training
Training DAY 3
DAY 1

Coaching
SESSION 3

Training
DAY 7
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Alpa Belt Experience

Plataforma Web Versao Mobile

= 3% Leader Q BB

& 3% Roadmap:DMAD [ Q C & 3¢ Roadmap:Design1m@ Q C

Welcome leader s Project leader menu
—

Hello,

Welcome to Alpa portfolio tool.

Qur Platform to rr ier the process of projects and portfolio
management for all main stakeholders.

©O d® 0 0 ® 60O O

DEFINE MEASURE  ANALYZE DESIGN VERIFY EMPATHY DEFINE IDEATE PROTOTYPE TRIALS

You already are positioned as a Project Leader.
See the main features for your profile!

+" Progress  71.56% O

DEPLOY

Last :
project ; +/ Progress  0,00%

score

A See and Update my project See General Portfolio View See my functional Portfolio view Update Project KPI

Portfolio
MANAGEMENT

» |Last
7 Project Revisao de GTM project

name o, ifie
Especializado akore

7 Project Go Live e Escalada

™ Project  ffontes@alpargatas.com name .
leader @alpare Omnichannel

ll" grOJect pgouvea@alpargatas.com
eaaer

Update Project Benefit

©

> | sl > | I'm

Project
assessment

Project
assessment

Leader PMO & Sponsor Coach Leader PMO & Sponsor Coach




Alpa Belt Experience

& % Alpa Portfolio Tool

Dashboard Filter e Projects e Project Category Ve Portfolio Health e

© O 0o A

RESET UPDATE
FILTER DATA

! - Mumber of Black Belts
Function projects 9 9 1 7 0
+ _
[~ A _.
Belt Lewel B
4 Portfolio Green Belts 0, . . . . -
Health (Last (o) p g o s : :
Month) 0 X
’ .
WP Strategic Level Project Status by Function .
] + B Totzl Projects [} Good On risk [ Bad
.. Alpa Strategic Goal No Belt

.
-

Month

2
o i = Ca

o

g £

Leader . SOF Coach Proj et



Alpa Belt Experience

Perfis de usuarios

Project Leader
PMO

Coach

Viewer

Admin

=]
(2

N\ .
Data da sessdo & D4 Details
23/11/2022

ime score

Data da 26/5/2022

sessao

&) Time
score

8 s5% The project is 1 week ahead of the approved timeline

" Quality score .
v Quality

score

@R © WOMEI O

+~" Result
score

5<% Correct output was realized from the correct tools

Result score

Ssnasne ¥ Principais funcionalidades

s<fe Actual KPIis between 101% to 110% of plan

Il S2: Final
Score

@ Sustainability score

| o Visibilidade consolidada e estratificada de
Current Current Situation: . z 1
SHUAton e asiire: Canvas revised Performance de Projetos e Portfélio
sy o o Roadmaps como guidance para Project Leaders

objective,
scope/requirements,
barriers and risks) during o Método padronizado de avaliacao
the session. VOC/VO

gathering data, SIPO o Histdrico das sessoes de coaching
Effort x Impact Matrix§

communication plan.

CONTROL: "§% Role el for KPI tracking. KPI track

control and Audit plar e in place with clear analysis

[ull 58: Final Score

o One source of truth
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5. ALPARGATAS

LEANE BRAGA

GREEN BELT

Encolhimento de Solas Soul Collection
Project Score = 6,4

Reconhecimento

ERIKA MAGALHAES
BLACK BELT

Inutilizado por Encolhimento F55
Project Score = 6,4

RICARDO DUARTE

BLACK BELT

OEE UGBO2 F22
Project Score =6,4

R0 2%
GREEN BELT

Alpa Belt Experience

Nome Do Colaborador

“Um problema bem definido
& metade de um problema
resolvido. Como Belt, ndo

ha alguém methor do
que vocé para entender
problemas complexos.
Siga disseminando o

Pl

mindset de apaixonar-se
pelos problemas antes
das solugdes.”

Alpa Belt
BMU BRAZIL

Alpa Belt Experience
BMU BRAZIL & CORPORATE

nnnnnnnnn

Mais €SPaCO para
vocé acumular NOVOS

conteudos durante
a sua jornada de

aprendizagem

20 22
BLACK BELT

Alpa Belt Experience

Nome Do Colaborador

“Um problema bem definido

& metade de um problema

resolvido. Como Belt, ndo

ha alguém melhor do

- que vocé para entender

problemas complexos.
Siga disseminando o
mindset de apalxonar-se
pelos problemas antes
das solugdes.”

Alpa Belt Experience
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5. ALPARGATAS

Time de Gestao do Programa

Green Belt
Industrial
Leader Coach
Leader
Program YB GB GB BB
Adm IND CORP
Program @ @ i
Adm : 1"} : Program Committee
Diego Diego Diego Program
Program Leader n
Committee @ (/ 2 * | j
—./ \\ ;'! Q"i/ Djenane Sponsor

Filipe Renato Rodrigo

Leader ‘ ‘
Jague Jague Jaque

Black Belt Program 0 o 0

PMO PMO PMO PMO

Ad m Facilitators Facilitators Facilitators Facilitators

Green Belt @@
Leader Coach Corporate sl

Leader Coach

Program
Adm

Program
Adm ‘::i!ff,

Alpa Belt Experience




5. ALPARGATAS

} Time de Gestao do Programa

YB GB GB BB
IND CORP

Program Committee

Program
Leader f\

F
ﬂl“ y Djenane Sponsor

Diego

Alpa Belt Experience
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LEVERAGIMNG B USIEREES SERE SIEREES

( Principais Resultados >




Colaboradores treinados

Green Belt

Industrial
53 Colaboradores treinados

Black Belt

Industrial & Corporate
36 colaboradores treinados

Green Belt

BMU Brazil & Corporate
44 Colaboradores treinados

Yellow Belt

Global & Industrial
57 treinados

5. ALPARGATAS

Colaboradores
Treinados

190

Net Promoter
Score

72

Satisfacao

i@ 4,7

APRENDO




5. ALPARGATAS

Taxa de Conclusao de Projetos

FINAL
PORTFOLIO
HEALTH

Projects by function

2 roens . 02

B BMU Brazil 6 2

B Growth

B Industrial projects Bl On time (== 80%) ~
Marketing -

[ People

: o 89% e 46

Portfolio Health: All Projects W On time (>79%) ™ On risk (S50% - 79%) M Late (<49%)

100%

89% 89% o B9% . Sponsor Approval

. Coach Approval

20%

0%




5. ALPARGATAS

Principais Resultados

Aumento de 74% na taxa de conclusao de
projetos em relacao ao ano anterior

Portfolio Health (%) G ROSS RO'

60

2021 2022

QO

Alpa Belt Experience
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rto Martinez Da iciz iveirs Cassia | 2 varro e Patricia ' ~ Mariana Bazelat ustavo Les Furtado
= '; A. A‘-

. ‘ >
. Dirceu da Silva Zeferino

_

Mayra Dietzold Palacios

' : o
N\ : N )

Fellipe Henrique Virginio > . Alv ’ George Henrique Valente Zangirolami

12:11 | Belt Committee 2022 Closing ¢ o B & 66 @
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Alpa Belt Experience

LEVERAGIMNG B USIEREES SERE SIEREES

( Proximos Passos >




AR ALPARGATAS

Proximos Passos

, ” em diante...

) Maior proporcao de projetos Hard Benefits no
Portfolio

) Mais Qualidade na entrega, Maior impacto per
capta (por projeto)

D Refinamento do ROI, maior alinhamento com
FP&A Global. Visibilidade dos resultados no P&L




Alpa Belt Experig

OBRIGADO!



