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Diversity at Unicorns

L

Unlcorns are thriving all over the word by leveraging diversity!

(Unicorn: startup with a valuation of at least 1 billion dollars)
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‘*1 " To take full advantage of diversity,
| traditional leaders have to change... JNISuy.
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Human Transformation

to integrate well both critical dimensions:

Business Organization
(Business Development) (Organizational Development)
« Strategy and Business Model  Organizational Culture and Climate
* Acquisitions and Strategic Alliances » Leadership and Teamwork
» Traditional and Digital Marketing * Planning, Action and Control
» Traditional and Digital Sales « Change Management

driano Freire

’ The transformation of the
business and organization

is always undertaken by
people and for people!



Everyone is different because each person combines in his or her way
four core psychological profiles.

Entrepreneur Profile Governor Profile Operational Profile Social Profile
Competitive, direct, Analytic, rigorous, Regular, persistent, Inspiring, popular,
goal-oriented, process-oriented, execution-oriented, people-oriented,
challenging, risk logical, risk averse, |team player, malleable, communicative,
taker, change agent balanced, reliable BV CLART IS motivational, creative
And the human brain has a specific biological sensibility ,fﬂﬁgfza' N, 2
to the five senses, aligned with each person’s own i ntal oééfﬁ‘.tal%
mix of psychological profiles: lobe o lobe! S
o i Sl empordl’
> Entrepreneur: occipital lobe - sight ' bbe =gl =
> Governor: frontal lobe - reason >
=y
{.> Operational: parietal lobe - touch, smell and taste =
ald - , o
;E’k’ ocial: temporal lobe - hearing 5
" EGOS |\STITUT. 5



The

biological, psychological, sociological and managerial foundations,
that fully integrates self-knowledge with personal and professional

development.

! Personal Life _

v" Personal Growth
v Personal Relationship
« Interaction
* Love
« Children
v Personal Management
« Time
« Energy
.. * Money
¥ Personal Transformation

Ve iy

Entrepreneur Governor
Entrepreneur & & Governor
- Governor Entrepreneur |
Entrepreneur | Entrepreneur Governor Governor
& & & &
Social Operational Social Operational
Social Social Operational | Operational
& & & &
Entrepreneur Governor Entrepreneur Governor
Social Operational
Social & & Operational
Operational Social

~ Professional Life _

v’ Professional Career

v’ Professional Relationship
« Communication
« Team
* Leadership

v’ Professional Management
* Planning
« Action
 Control

pyright 2016 Adriano Freire

v’ Professional Transformatiof
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MBIl and

femperament

Biology Neuroscience v
Psychoanalysis (Freud) v
; dc Individual Psychology (Adier) v
D ue to |ts Analytic Psychology (Jung) v v
- Psychology | Cognitive Psychology (Chomsky and Bandura) v v
CO m p re h e n S Ive Behaviorist Psychology (Watson and Skinner) v v
a p p roa c h s Humanistic Psychology (Rogers and Maslow) v v
Psychosocial Development (Erikson) v
th e E G o S M a p Johari Window (Luft and Ingham) v v
is th e o n Iy Hierarchy of Needs (Maslow) v v
National Cuitures (Hofstede and GLOBE) v v
m Od e I t h a t Ca n Transactional Analysis (Berne) v
- A v
I nteg ra te most Situational Leadership (Hersey and Blanchard)
Group Development (Tuckman) v
conce ptS and AIDAS Sales Process (Lewis and Sheldon) v v
f ramewo rks . Orgar'ﬂzatlonal Culture (Tiandy) v v
- R Conflict Management (Kindler) v v
fI‘O m SOC | a I Man‘:geria| Neuro-Linguistic Programming (Bandler and Grinder) v
= Sciences High Performance Teams (Katzenbach and Smith) v
illustrative
sciences and (usirati) [ F 2 R -
bu SINesSsS SMART Objectives (Doran) v
Industry Life Cycle (Kotler) v
m a n a g e m e n t " Strategic Portfolio Planning (GE/McKinsey and BCG) v
‘6 . Balanced Scorecard (Kaplan and Norton) v
" ] -'! ) Organization Control (Ouchi) v
(_’_ "‘:i,_’ Organization Leamning (Argyris and Senge) v
o 'R Innovation Management (Urban and Hauser) v
Change Management (Prochaska and Kotter) v




EGOS Map Development

}l‘

‘ Th EGOS Map enables an integrated

/

development of the soft and hard com::tredncies
competencies of individuals, teams (Management)
and organizations.

In addition, the EGOS Map connects Soft

competencies

professional and personal lives in a (Relationship)

very innovative and impactful way.

Planning
Action

Control
Personality

Leadership

Team

Communication

Culture

o - ikl

. Entrepreneur Governor g = =
Personal Life Entrepreneur & & Governor Professional Life
g Governor Entrepreneur

v Personal Growth v Professional Career
_________ e My ™ ™ ——— _________._____.___.-\
v’ Personal Relatlonshlp et Ereorene Mo covenor |7 Professuon'c_il Rt_elatlonshlp |
« Interaction & : & Sos; : & « Communication I

i 3 |
. L ove Social Operational a Operational . Tea m :
+Chidren [T T [ - |_ - Leadership_ _ _ _ __ _

v Personal Management 50;’8' 50;*6' Opefgﬂona' wagﬁmﬂl v’ Professional Management‘
* Time Entrepreneur | Governor | Entrepreneur |  Governor ¢ Plannlng [

3, : -

4 Energy » Action :
"_Mgn_el' ______________ | —Sacial — |-Operational |~ — — — —|— — iy _CQ"_tr_?'_ e —
V- Personal Transformation| ~ socal & & operational | v Professional Transformation

K Operational Social
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Participation in the program contributed to:

H
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Better understand the people
| work with

Improve my performance
Improve my feam'’s
performance

Increase self-knowledge
Increase networking

- It was the best program I've ever attended at Portugal Telecom, with high level trainers and a very balanced participants’ group —
- I believe this program was very useful: the EGOS Map is an effective methodology to structure and bring to consciousness the

Frequency of usage of competencies developed in
the program, when interacting with:

peers

workers

Client Impact

leaders

clients

family

others

Always
Often
Sometimes
Rarely

Never

Internal evaluation undertaken in March 2013 concerning
an EGOS Map development program carried out in 2011 and 2012
for the first and second level directors of the Portugal Telecom Group

Most developed competencies:

knowledge about ourselves and others and therefore to improve the relationship with others to reach goals

_» I think it is, in this or in another format, a very important program to provide/improve Portugal Telecom’s management of key
B “competencies for the performance of its functions

‘&{rograms like this one are essential to the development of a management culture

e "

Knowledge of others
Self-knowledge
Commumcq’rlon D

Molivation of others 4

Give and receive feedbackp
5
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Source: Human Resources Department @
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” ik"g Igositioning national

cultures on the EGOS Map clearly reveals

the predominant characteristics of each country’s population.

"L EGOS INSTITUTE 1
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Tech and Touch Generations

. ‘15 " B o
While new generations tend to prefer a more detached interaction,

older generations value personal assistance and long lasting relationships.
Low Tech High Tech

Hardware Hardware

» Traditional mobile phones and PCs » Smartphones, tracking devices, tablets

* Other low-medium technology equipment » Other specialized high technology equipment
Software Software

* Basic software, search engines, websites * Apps, internet of things, e-payment software
» Traditional personal management software » Advanced personal management software

Students,
Yuppies & Dinkies,

e —— S—
d

' Oy

LLITNSIVN

' -

Low Touch

* Automated machine v, qamiies: Young executives 2
to machine interaction Middle-aged and staff o
- Advanced person to executives  J— ) o L
machine interaction i nhinests and staff Digital Natives: Q
» Standard person to Eionexecliive Generations Z and 0O
oy . _and staff ; ; S
machine interaction S Y (Millennials) , <
. Generation X O
High Touch =
/ Bas_lct personal Baby Boomers :',
assistance =
o and Matures
» Specialized personal E’
"& * assistance 2
‘_, »3', - Personal management S
©

outsourcing

o ™ EGOS (NCTITUTE 1
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At the highest levels of corporate hierarchies,
Governor and Entrepreneur leaders tend to prevail.

Top ex utives

:_U'pper managemeht_ World population

Fm (estimate)
42°/y 47%0 — ——

Middle management

9°y55°/

Other staff

3 B Y EGOS INSTITUTE
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EGOS and Career
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Entrepreneurs

Preference for a diversified career in
various organizations and functional areas
Career advancement through rotations and
promotions in the same, as well as in
different, functional areas

Interest in working for highly regarded
organizations with growth potential, and
also in creating own organizations

Socials

Preference for a diversified career in
various functional areas and, possibly, in
various organizations

Career advancement through rotations and
promotions in the same, as well as in
different, functional areas

Interest in working for humanistic and
service providing organizations

Governors

Preference for a specialized career in a single
functional area and, possibly, in few
organizations

Career advancement through rotations and
promotions in the same functional area
Interest in working for prestigious
organizations and with quality products and
services

Operationals

Preference for a specialized career in a single
functional area and, possibly, in only one
organization

Career advancement through rotations in the
same functional area

Interest in working for traditional

organizations that provide stability and job
security

Accordingly, leaders and the HR department should take the
employees’ personalities into consideration when discussing

mobility (promotion/rotation) or devising success"omqﬁ.STlTUTE 13
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Entrepreneur Organizational Culture

Entrepreneur
Organizational Culture

*Values innovation,
excellence, speed and
business growth

* Decisions and risk
taking is encouraged

* There is a strong
internal competition
and result orientation

IT equipment and services,
telecommunications equipment and
services, robotics, research and
development

Social Organizational Culture

* Tertiary sector: wholesale and retail,
customer support, education, social care
and home care, tourism and catering,
media and entertainment, advertising and
communication, real estate mediation,
diplomacy and international relations,
religion

Social
Organizational Culture
*Values people's
development and

synergies

* Teamwork and loyalty
Is promoted

* All contributions are
recognized and

_integrated

ﬁi ‘.g :GOS and Organizational Culture

- Quaternary sector: aeronautics and space,

}l The EGOS Map also positions different organizational cultures.

Governor Organizational Culture
Secondary sector: medical instruments and
equipment, pharmaceuticals, electrical and
electronic equipment, steel and metal
products, automobiles and other
transportation equipment, chemicals,
energy, pulp and paper, printing and
publishing, television and radio equipment,
shipbuilding construction and repair,
construction and public works, textiles and
footwear, food and beverages, tobacco

Governor
Organizational Culture

*Values consistency,
quality and reliability of
products/processes

* Clear procedures and
working methods

Tertiary sector: specialized technical . AUthoritY and
services (engineering, legal, consulting, etc.), respon3|bllltles are
banking and insurance, transportation and well defined

distribution, health services, utilities (gas,
electricity and water), security and defence

Operational Organizational Culture
Primary sector: agriculture, livestock,
fishing, exploitation of natural resources
(forest, raw materials, etc.)

Primary, secondary, tertiary or quaternary
public sector (public enterprises, central
and local public administration, etc.) or
monopoly

Operational

Organizational Culture
*Values practical
experience and ability
to solve problems
* Procedures are tailored
to circumstances
» Cooperation is informal
and there is little
mternal competition

© o O




Strategy
R&D

Marketing

In addition,
the EGOS Map
positions
different
functions.

EGOS and Functions

e ~ | Strategic marketlng, ~ v *_ .. Financial planning, Bl
| Entrexs, product marketing; Governor Entrepreneur mergers and acquisitions, ;. . gr
,/ i TN Lnarket research ,."1 _ ‘ NGgvern@orporate ﬁnagce 1 \
=) \ > il ‘ b =2 8 ]
b b \ ? i | % R ki | Operations
! Segmgﬁt\ Marketing Governor Governor Entrepreneur | Entrepreneur Investor getng,\
I marketing) \ campaigns, * & & & &, relations, Accountmg, IT
ladvertising, 1| \" " ihetititional Qcial Operational Sotial Operaty relationes  # (| accounts. |
_: public events, \ ./ with banks rhanagemeng_ :
relations, I \ marketing , andother Procuremen Finance
customer | X - \ ; ‘ Ry rhanagement
' Socidh _  spegial.ionA | Operational Social ¢ -hnancial o grational |y brol
y BHRpOLE &~ operations \ & & / institutions = g Mool Sl
EN #r | Governor [Ny \ Governor Entrepreneur ! 7| Entrepreneur | /
\ . ' - g /
_L‘i S @ ‘~ - @l‘;
Social Operational : ! Social Operational !
Soclal & & Operational Sotial & & Operational
Operational Social : Operational Soclal !
()
| - =
Entrepreneur |  Goveérnor ! Entrepreneur | Governor : o
Entrepreneur & & Governor Entrepreneur & & Governor L
Governor Entrepreneur Governor Entrepreneur ®)
IS . . L : G 7 Q
/ \ G ) ? ‘ ; E Do . | @7“ \ =
E Direct \ir | Entrepreneur b “ Direct Governor Entrepreneur |\ Board 4 Govérnor llntema}\ -<DE
” salés to:‘ = &W o7 | sales'of " % &t : 3 secretariat, >« &' : " mail,
i erato perationa Social xcia ' . . .
15608, Ml 4 e : N s Mol Administrative
, (B2B), o services, g \ management, '_ .|, and audio-y -
| sales ¢ products S ! Y. building N visual | Services
| th':“th ‘7 or SYTtemS, yerational | Operational Soclal Socian, Maintenance. *\ 5;:!’90"": | =
| Partners’, pressales  » & & & & N | andrepair 1 storage - [@)
i channels, | [ Entrepreneur |  Governor Entrepreneur |  Governor T (il Cnoand g Support Services o
\ onling ’ ' N archive | a
—\ salgs P = —— == \ r o
) 'l .~ Birect sales Wnerationad ; | ~ 7. General secretatiat, . _ Y/ O
Soy* end users or consumers (B2C), Operational Social '\ l‘:ICCP:Ol‘IISt dflVCF; Ngonal @
~ after-sales service - ! & telephone operator -’
\ ~ - {
S gy = T -~ BINSTITUTE 15



The EGOS Map clearly reveals hidden team dynamics.

Industrial Firm - Before

Industrial Firm - After

Sales Director @
Domestic Markets

International Markets @

Director @ Director

' Entrepreneur Governor ‘ Entreﬁreneu Governor :
Entrepré N . & -~ Governor Entrepreneur | - - o & - Governor -
| Gov@ Entrepreneur @ » e@ or Entrepreneur
Enheﬁreneur Entrepreneur r Governor :@ neur Entrur @nor mor
Social ational Social Operational Social Operational Socia Operational
f - - @
Social Social Operational O@ﬁonal Social <@ Sociag@ Operational | Operational
&----- -l & - -- 72 - T -— -8 - - - - - I
Entrepreneur mor Entreprs ~ Governor Entrur Governor Entrepreneu_r Governor
] Social Operational Social Operational
of & & Operational Social & & Operational
Operational Social : Operational Social
@ Leader @ Marketing @ Financial @ Human Resources @ Production
Director Director Director Director
Sales Director Communication Information Systems

@ Innovation
Director

"L EGOS INSTITUTE 1
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" The EGOS Map enables leaders to restructure their teams
through individual as well as joint adjustments.

Bank Branch - Before

Bank Branch - After

Governor
Entrepréeur '

j Operatioc al

ocial I A Operational | Operatic,.al
K & & @)
Brlpreneur Ga or Entrepreneur Governor

Entrepreneur Gové
Entrepreneur & a Governor
Governor | Entrepreneur |
Entrepreneur | Entrepreneur ernor Governor
- T ==l = === 22
Social Operati Social Operational
Social Social Operational | Operational
& & & &
Entrep @ Governor Entrepreneur Gover@sr
Social Operational
- Social & & Operatioisl
. Operational Social
ke

-~ Social

-I \T‘_ @—

Operational

&
op®na| [

@ Manager

Deputy Manager

@ Account Manager — Corporate clients

@ Account Manager — Individual clients

Teller — Administrative tasks

(7o) Teller - Rel0@IBGOS |NSTITUTE 1

© Copyright 2016 Adriano Freire
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ko
In addit

EGOS and Team Roles

’,"'1

¥

ion, the EGOS Map portrays the types of roles different members

tend to play, thereby allowing the leader to balance the whole team.

Team Role

Coordinator

Shaper

Specialist

Finisher

Evaluator

Implementer

Improviser

Collaborator

Resourcer

Strengths

Weaknesses

Is a mature, confident, tolerant leader respected by  |o May be seen as manipulative of
everyone controlling

Clarifies goals, fosters decision making and facllitates | Tends to excesslvely delegate
teamwork own work

Is a challenging, self-motivated, competitive person  [¢ May exert too much pressure on

with great eneray
Promotes goals, overcomes difficulties and achieves
the desired results

the team
Is sometimes Insensitive to
coworkers’ feelings

Is an expert, dedicated, diligent person who is
focused on his or her own areas of competence
Offers the team critical knowledge and resolves
complex problems

May delve too deeply into
specific issues

Only contributes to a few of the
team's areas

Is a consdentious, reliable, anxlous person with a
strong sense of perfectionism

Looks for mistakes, improves teamwork, ensures
quality standards and meets deadlines

May be reluctant to delegate due
to mistrust of cowoarkers

Worries too much about small
detalls

Is an analytical, prudent, logical person who favors
rationality

Weighs the pros and cons of different options and
makes impartial jJudaments

May have difficulties proposing
or making decisions

Is too critical and not very
motivating

Is a disdiplined, persistent, conservative person with
a strong pragmatic sense

Executes ideas, arganizes work activities and
promotes realistic expectations within the team

May be somewhat rigid In
adapting to changes

Deals slowly with most new
situations

Is an imaginative, original, free person who thinks
outside the box

Generates practical ideas, creates effective solutions
and resolves problems with unorthodox approaches

May not express own distinctive
ideas well

Tends not to be concerned with
details

Is a cooperative, diplomatic, perceptive person who is
highly sensitive to other people

Listens attentively, avoids or mitigates conflict,
strengthens team spirit and supports coworkers

May be indecisive in complex
situations

Is not very assertive and avolds
clash of ideas

Is a communicative, enthusiastic, extroverted person
with strong relational skills

Explores opportunities, obtains resources, develops
contacts outside the team and speeds negotiations

May be frequently too optimistic
about new situations

Tends to lose interest in an Issue
after the initial fascination

Social

Social
& =
Operational

Entrepreneur Governor
Entrepreneur & & Governor
| Governor Entrepreneur ;

Shaper Specialist Finisher | Evaluator
Entrepreneur | Entrepreneur Governor Governor
& & G- &
Social Operatir Social Operational
Coordinator *

Social Socia. Zrational | Operational
& & & &
Entrepreneur Governor Entrepreneur Governor
Resourcer Collaborator , Improviser I‘ Implementer

Operational
&
Social

Operational-

W R TSI T T o1 —

oo © Copyright 2016 Adriano Freire



EGOS and Interaction

‘ The EGOS Map also reveals the initial interaction level among all profiles.

Personal  Professional Discomfort CMUtl]ja|t Discomfort Personal Professional
Context Context Zone  ~oMOTE 7one Context ~ Context

- Zone

S

@)

@

Personal Professional
Context Context

O ) ) Personal and
Professional Context

© Copyright 2016 AdrianblFreire
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EGOS and Mutual Adaptation

Interaction can be quickly improved through mutual adaptation.

Reccommendations for the Adaptation of an Entrepreur to a:

Entrepreneur

e Limit the conflict: minimize confrontation
of ideas, reach compromises, present
options

e Be an expert: identify each one’s areas
of competence, respect mutual expertise

e Promote exchange of ideas: harness the
joint creative potential, build on all ideas

e Strengthen networking: create
opportunities for social interaction, build
emotional bonds

e Focus on the future: set ambitious mid-
long term goals, emphasize
interdependence

Social

e Enhance personal relationship: do not
be distant, share personal information,
explore common interests

e Emphasize feelings: have greater
emotional sensitivity, express feelings,
be optimistic

¢ Facilitate communication: take time to
talk, give frequent feedback, be cordial
and diplomatic

* Be relaxed: have patience, be
spontaneous, display a positive spirit

‘e Provide recognition: value and praise,
recognize the effort and contribution

Governor
Slow down: speak slowly, do not make
hasty decisions, have extended
deadlines
Reduce risk: evaluate options more
rigorously, balance pros and cons
Be less intense: keep some distance, do
not impose my opinion, keep right tone
of voice
Listen actively: listen more than talk,
confirm understanding of message, do
not interrupt
Be patient: do not hurry up, think calmly
about issues, do not put pressure

Operational
Create a favourable climate: develop an
interest for the person, have a serene
and relaxed approach
Be flexible: ask questions, negotiate
before deciding, ask for feedback on the
ideas presented
Value the body: pay attention to sign
language, check the mutual body
posture, create sense of closeness
Build confidence: recognize and value
the effort, give positive feedback
Reduce uncertainty: take small steps
forward, clarify open issues, plan better

Reccommendations for the Adaptation of a Governor to a:

Entrepreneur

e Increase the pace: talk quickly, analyze
and decide in less time

» Be less conservative: create alternative
options, take weighted risks, be more
creative

e Focus on goals: give less attention to
procedural details, value final objectives

e Be more direct: provide short and quick
answers, focus on main ideas, be
practical

e Be flexible: resist less to change, adapt
to new circumstances, cope better with
uncertainty

Social
e Express emotions: create emotional

bonds, value mutual feelings, establish &

personal relationship
¢ Be less analytical: pay less attention to
details, analyze and decide faster

¢ Provide attention: recognize the value of

the person, appreciate the creativity of
the ideas presented

e Improve communication: increase the
frequency of personal interaction, talk
and listen more

e Create compromises: insist less on own
ideas, try to reach consensus

Governor
Promote decisions: avoid over-analysis,
overcome reluctance to decision making
Work more: avoid imposing your own
rules, create consensual standards
Develop personal relationships:
encourage mutual understanding, foster
personal relationship
Facilitate communication: encourage
exchange of views, arguments clarify the
logic of mutual

» Be realistic: be less pessimistic, assess

risks more realistically, be more
pragmatic

Operational
Be more relaxed: have a more patient
approach, promote mutual personal
knowledge
Emphasize personal contact: pay
attention to sign language, create
greater physical proximity
Be positive: appreciate positive aspects,
avoid personal criticism, exert less
pressure
Be practical: demonstrate with concrete
examples, foster practical experiences
Be pedagogical: give clear instructions,
be patient and persistent, clear doubts




& % EG‘OS proflle tends to adopt different situational leadership styles.

High INTERACTIVE BEHAVIOR ~ Low
% E1 E3 JE9 : E11/]G11 : G9| ! G1
® - ! Entrep:reneur Governor
e V o ~Entrepreneur |- & &g G overnor !
\J \/ | ~ Governor ’ "0
o O ® Eé ' ; Qv "
\j v \l x | oV Ve
= ) TP Governor
; . ; <>( """" | L S R ¢ G [ g( """" . v v.
\ T Operational SOCIal Operatronal Y \J jo
m E6 E8 |E14 i E16 | G16 i G141 G8 : G6 L?s:)
g S6 ’ S8 |s14 S16/] 016 014 jo8 06 8
° 5 A S Social Operétlonal Operétlonal 4 §
o V o Q- ol T & |k & o V o =
' V | Entrepre.. /CIPA “Arnor Entrepreneur i Governor v v 3
&) | Tion | ' =
; ; S5 ST - ; ; :',
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3L

‘L‘gade

knowled ge,
P/ independence,
P/power and challenge

" Family,
| freedom,
responsability, Y/ leisure, routine
honor and status '

Esteem needs
Self-esteem and
respect/recognition from others

Social needs
Sense of belonging and friendship/love
relationships (partner, children, friends)

Safety needs

Protection against the elements of nature
(shelter, resources, employment)

Physiological needs
Satisfaction of the basic needs of the body
(hunger, thirst, sleep, hygiene, sex, heat)

4
rs should motivate staff from each EGOS profile in different ways.

S
Identity,
recognition,
social contact,
idealism and emotion

00
© Copyright 2016 Adriano Freire
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EGOS and Strategy

P " ;: ‘|' ..!.1 .
4% 1. In line with their EGOS profiles, business leaders favour and
are more competent in different types of strategic initiatives.

Products-markets

N internal @
Vertical integration G‘ development |

Internationalization @&

EA”E Brnal
gdevelc Dpment
eMergers and acquisitions G
e Strategic alliances .
e Market transactions @

Diversification

016 Adriano Freire

So, strategy is actually based not only on

Ly the rational analysis of the environment
4 and the firm but also on the specific

personalities of the organization’s leaders. =5



EGOS and Planning

The nature and level of uncertainty can vary according to the environment
and organization, thereby requiring distinct planning approaches.

High uncertainty in Low uncertainty in High uncertainty in Low uncertainty in
the environment and/or the environment and/or the environment and/or the environment and/or
the organization the organization — the organization the organization
Unpredictable pattern Limited pattern G Structural planning Technocratic planning @
The future is unknown and very | The future is a limited set of Consold E‘ttr:el-"’e“e_“rt_ o o & GC"'"F-‘_"“?’ -
. : amati S . onsolidate the organization repare the organization for the
Low potential unpredictable alt five directions Low potential handle any future evolution predictable future evolutions
control over the control over the |+ Frequently revise the plan to * Build scenarios to guide the
sources of sources of kesp it updated formulation of alternative plans
uncertainty in the uncertainty in the |« Phase out the planned actions  |» Create contingency plans for
environment environment to enable sequential decision dealing with specific situations
and/or the and/or the mazking « Include simulations or sensitivity
nization — organization « Diversify the planned actions to | analysis in the plans Q
9 minimize the risk of failure + Manage the operational and =
« Rigorously manage the financial | financial plan with early waming 9_)
plan to zlways preserve liquidity | systems L
Wide pattern Predictable pattern . Political planning Conventional planning & . (@)
The future is an wide set of The future is a predictable ) Social N ot Operational ) %
= = I - : : jon of past tre ) ) <onnect the organization so itis  |Align the organization with curre —
c'?.nnq':,‘ oll)(:)tve:rt?i:e B tem‘atwe directions SdsEna trees High potential  |able to influence future evolution |expectations of future evolution .E
£ control over the |. Create collaborative plans with = Collect quantitative and <
sou':m ? sources of complementary organizations qualitative datz to sustain the
Ul\C@ft_ath in the uncertainty in the |+ Conduct lobbying and legal plan O
environment environment actions to defend own interests | » Model the plan based on key i
and/or the and/or the + Involve external decision indicators 8
oraanization organization makers in devising plans = Project the plan’s timeline with
9 = Share results of the financial the aid of statistical tools E
plan with external decision + Build 2 medium-term operational [e)
. - makers and financizal plan e
b =
‘ - .‘l - - - - - O
~Each planning methodology is best adopted by a specific EGOS profile. O

N
N
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The Double Z framework
displays the patterns each
EGOS profile uses to

> Analyze information
> Make decisions

> Implement decisions

To evolve from planning to
action, it is crucial to first
identify one’s shortcomings

and then promote
teamwork in order to
ensure that all action
patterns are duly
kohsidered.

[

EGOS and Action

e Entrepreneur
Structured

Analysis

+Find out hard facts
»Apply practical seascning
+Estabish an Nyl peroeption

Rational

(F, £6, %0, §5)
«Wagh dfferant opnons
» Adopt logical thought

«Choose B bt decson

Planned
Implementation
(%, %6)
«Forge the pln follorwed
«Lse the best methodologies
» Guarartos effcancy and effectivmess

Intuitive
Analysis

(%, 26, £0, £5)

Humanistic
Decision

« Ensure estensive imschvement
* Reconche oprvons
« Bnrich the final dacision

Adaptive
Implementation
(¥0, £5)

* Hermaen fenatle
« Impeontse if necessyy
» Loy from sogaersncs ovr lime

Structured

Analysis
(& c&, 60, 65)

+ Apply poa easoring
+ Extablish an vt percephion

Rational
Decision
(8, G)

« Wesgh dfferent cptions
» Adopt logical thoughe
+ Chaoms the best deciion

Planned
Implementation
(%, G, GO, GS)

«Forge the plan to be Sobowed
« Use the best methodologies
» Guararton efficency and effectvene

Governor

Intuitive E

Analysis

Social

_ Structured
Analysis
«Find out hard facts

»Apply practical reasoning
+Estabish an Nl perosption

Rational
Decision
+Weigh afferent optons

» Adopt logical thought
*Choose e bet decson

Intuitive

Analysis

(3, $&, 56, $0)
»Lock for undertying pattems
«Hywe imegnation and insprason
«Ganerate Famatve parspectives

« Reman fleoble

* Lisen, from eqenence ower Srre

Structured

Analysis
(0, C, 06, U]

* Fnd out hard facts
+ Apply practical reasoning
« Extabieh an wvtid percephion

Rational
Decision
(0F, 06)

« Wesgh dfferent cpbons
» Adopt logical thoughe
+ Chaoms the best deciion

Planned
Implementation

«Forge the plan to

Operational

= Look for underlying patterns
« Hawe magnason and inspraton!
= Ganerane Atematve parspective

Intuitive
Analysis

Adaptive
Implementation
(0, OF, 06, a%)

T P 3 be Solowed « Raman flestie
+Use the best v Dighes) g P A = I
» Guasarton officend < oS o I Laprn oo] exhnieftn owe by



EGOS and Control

The‘nature of the planned initiatives also determines the type of
control needed and the EGOS characteristics most suited to each case.

High interaction

Control by goals
Entrepreneur leaders
(Orientation)

Leaders first try to align their
employees with the goals and

High strategies, and then check whether
directivity each one is able to attain the desired
level of performance, thereby correctly
controlling their more competitive and

innovative subordinates, but

penalizing the less self-sufficdent and

more cooperative ones
Control by motivation
Social leaders
(Participation)

Leaders first promote the sharing of
responsibilities among employees in
Low order to achieve common goals and

directivity |then provide numerous teamwork

incentives to motivate them, thereby

correctly controlling the less self-
sufficient and more cooperative

subordinates, but penalizing the more

competitive and innovative ones

Low interaction
Control by authority £
Governor leaders
(Instruction)

Leaders first concern themselves with
explaining the procedural norms that
must be followed by employees and
then monitor individual performance
to correct any mistakes or deviations,
thereby correctly controlling the less
experienced and more insecure
subordinates, but penalizing the more
experienced ones

Control by exception &
Operational leaders @
(Delegation)

Leaders first designate the tasks that
their employees must complete and
then assume that they have the
necessary means to undertake them,
so they interfere only in exceptional
situations, thereby correctly
controlling the more competent
subordinates, but penalizing the less
experienced and more insecure ones

Increans
sharetoldes reéturn
Finandal 1
perspective Incrmase . Incresse
ket share E&IT
l'
Acracy Conduer , Retain
customers cusomers
Customer r — Y
perspective : )
Improve 1
COmpMTY S ige servon ek
= : Improve e
-~ ORI | o
Q l e i — !
perspective - Increase
prodactivity
v
Learning and Fromote techinical Pucrvicn more
. “f 4 A0S o redevant
growth perspective L S infoemation

| High individual accountability

Employee’s accountability
Entrepreneur leaders
e

aders explain to employees their

Low group ...
... |individual goals and make them
s accountable for defining the
processes they must follow to
achieve the results
Team's accountability
Social leaders
- Leaders promote everyone's
High group ) . :
accountability involvement in defining the team's

goals and processes, making them
individually and collectively
accountable for their performance

Optiesite Neancsd
Incranse et MANAPTE
whlek g n

N I

improve costomer
relstombig

! |

— Offer mome added-vaklun
— Producsiuervions 50 ouslomers }»
e —— . e

~ Optitrise the usage Q
— of tngbh sssets -

Reward and refain
Q00d empioyees by mestng

thair expe Incavabon systens O

[
Low individual accountability

Leader’s accountability £
Governor leaders ﬁ
Leaders make most of the decisi
pertaining to the tasks of the team
and individual employees, thereby
becoming accountable for their
performance

Diffuse accountability \
Operational leaders
Leaders encourage the team's self- |
management but, due to the lack

of higher guidance, collective
accountability becomes diffuse over
time



Desired

Performance

Current
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EGOS and Transformation

| The transformation process must undergo 4 stages,

each one related to one of the EGOS profiles.

A

Admission

TRANSFORMATION
Preparation Alteration

-

Consolidation

@ Planning
@ Action

Control

Personality
Leadership
Team

Communication

» Time

= Transformation Evolution

Culture

> Admission: joint alignment (S)

> Preparation: analytical rigor (G)
> Alteration: committed effort (E)
> Consolidation: routine actions (O)

2016 Adriano Freire



GOS and Change Initiatives

& O ‘x = ‘
W 2 a / d

Td select specific change initiatives to be implemented, it is crucial to
first assess their return and risk potential.

High Risk Medium Risk

Return vs. Risk

(high resistance to change) (medium resistance to change)

Progression
retormance

Disruption

High Return el
(high performance /

Improvement)

Facilitation Transition
Medium Return s retomance

(medium performance
Improvement)

’ ,'(—"‘LiThe change agents who will lead these initiatives should display the
EGOS profiles most suited to successfully pursue themg ggos

o © Copyright 2016 Adriano Freire



Company Transformation

s Action
The transformation of any company O ~Feedbackian
must take full advantage of the D cI\ 8181/1 fllllé(lﬁl
diversity of its leaders and staff. e :1( ﬁ)m(, T

S Shia S

Each person is distinct and should therefore develop
his or her potential in a personalized manner!

“a_. By creating a people-centric management
). J' approach, the company can

A/ Leverage existing competencies

v Strengthen joint teamwork

v Develop new leaders

%" v Revitalize planning and control

l v Sustain future change "8 EGOS INSTITUTE 2
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The EGOS Map facilitates the human transformation
of companies in both key dimensions.

Business
(Business Development)

« Strategy and Business Model
-+ Acquisitions and Strategic Alliances
« Traditional and Digital Marketing
-« Traditional and Digital Sales

Entrepreneur Governor
Entrepreneur & & Governor
Governor | Entrepreneur
Entrepreneur | Entrepreneur Governor Governor
& & & &
Social Operational Social Operational
Social Social Operational | Operaticnal
& & & &
Entrepreneur Governor Entrepreneur Governor
0
Social Operational
Social & & Operational
Operational Soclal

is to transform it!

_____—————-—-____
Organization
(Organizational Development)

« Organizational Culture and Climate

« Leadership and Teamwork
« Planning, Action and Control
* Change Management

|

"~ 9
v ~
ol

\‘}71 —‘ - . " e

I “!

The best way to deal with the future...

=
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ADRIANO FRERE
ADRIANO FREIRE

Transforme a sua vida
pessoal e profissional

MAPA EGOS EGOS MAP

Transform your personal
and professional life

Prof. Adriano Freire is: SR -

v

v

v

AN

Ph.D. in Business Administration
(Tokyo, Japan);

President of EGOS Institute, SEEIIE g
specialized in management consulting and training;

Leader of many top-level training and consulting projects for
multinational, large and medium-sized companies focused on
organizational and business development;

Professor at The Lisbon MBA (joint MBA Program from MIT,
Nova University and Catdlica University), where he teaches
Behavioral Development, Strategy and Innovation courses;
Winner of The Lisbon MBA's Best Professor award;

Author of the EGOS Map as well as various other best-selling
books on strategy, innovation and internationaliggd@m.istiTuTE 31
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