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 Nationality

 Sector

 Geography

 Function

Diversity is not the problem, it is part of the solution!

Diversity

Diversity is an increasingly relevant driver of business.

 Generation  Personality
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Unicorns are thriving all over the word by leveraging diversity!

To take full advantage of diversity, 
traditional leaders have to change…

Diversity at Unicorns

(Unicorn: startup with a valuation of at least 1 billion dollars)
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Human Transformation

To successfully transform a company it is necessary 
to integrate well both critical dimensions:

• Strategy and Business Model
• Acquisitions and Strategic Alliances
• Traditional and Digital Marketing
• Traditional and Digital Sales

Business
(Business Development)

• Organizational Culture and Climate
• Leadership and Teamwork
• Planning, Action and Control
• Change Management

Organization
(Organizational Development)

The transformation of the 
business and organization 
is always undertaken by 
people and for people!
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Everyone is different because each person combines in his or her way 
four core psychological profiles.

Operational Profile
Regular, persistent,
execution-oriented,

team player, malleable,
relaxed, improvising

Social Profile
Inspiring, popular, 
people-oriented, 
communicative, 

motivational, creative 

Governor Profile
Analytic, rigorous, 
process-oriented, 

logical, risk averse, 
balanced, reliable

Entrepreneur Profile
Competitive, direct, 

goal-oriented, 
challenging, risk 

taker, change agent

And the human brain has a specific biological sensibility 
to the five senses, aligned with each person’s own                    
mix of psychological profiles:

 Entrepreneur: occipital lobe - sight

Parietal
lobe

Frontal
lobe

Temporal
lobe

Occipital
lobe

People

 Governor: frontal lobe - reason

 Social: temporal lobe - hearing

 Operational: parietal lobe - touch, smell and taste
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The EGOS Map is an innovative personality model based on solid 
biological, psychological, sociological and managerial foundations, 
that fully integrates self-knowledge with personal and professional 
development.

EGOS Map

 Personal Growth
 Personal Relationship

• Interaction
• Love
• Children

 Personal Management
• Time
• Energy
• Money

 Personal Transformation

 Professional Career
 Professional Relationship

• Communication
• Team
• Leadership

 Professional Management
• Planning
• Action
• Control

 Professional Transformation

Personal Life Professional Life
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Due to its 
comprehensive 
approach,            
the EGOS Map 
is the only 
model that can 
integrate most 
concepts and 
frameworks 
from social 
sciences and 
business 
management.

EGOS Map Integration
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The EGOS Map enables an integrated 
development of the soft and hard 
competencies of individuals, teams 
and organizations.

EGOS Map Development

Planning

Control
Action

Leadership

Communication

Team

Culture

Personality

Hard 
competencies
(Management)

Soft   
competencies
(Relationship)

In addition, the EGOS Map connects 
professional and personal lives in a 
very innovative and impactful way.
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Participation in the program contributed to:

100% Better understand the people     

I work with

100% Improve my performance

98% Improve my team’s 

performance

96% Increase self-knowledge
95% Increase networking

Sempre

Várias vezes

Algumas vezes

Raramente

Nunca

Always

Often

Sometimes

Rarely

Never

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

p
e

e
rs

w
o

rk
e

rs

c
lie

n
ts

le
a

d
e

rs

fa
m

ily

o
th

e
rs

Most developed competencies:  

Knowledge of others

Self-knowledge

Communication

Motivation of others

Give and receive feedback

• 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 

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

competencies for the performance of its functions
• Programs like this one are essential to the development of a management culture

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

Source: Human Resources Department

Client Impact
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EGOS e National Cultures

Positioning national cultures on the EGOS Map clearly reveals 
the predominant characteristics of each country’s population.
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Tech and Touch Generations

Low Tech
Hardware

• Traditional mobile phones and PCs

• Other low-medium technology equipment

Software

• Basic software, search engines, websites

• Traditional personal management software

High Tech
Hardware

• Smartphones, tracking devices, tablets

• Other specialized high technology equipment

Software

• Apps, internet of things, e-payment software

• Advanced personal management software

Low Touch
• Automated machine

to machine interaction

• Advanced person to 

machine interaction

• Standard person to 

machine interaction

High Touch
• Basic personal 

assistance

• Specialized personal 

assistance

• Personal management 

outsourcing

Families,

Middle-aged

executives 

and staff

Students,

Yuppies & Dinkies,

Young executives

and staff

Generation X

Digital Natives:

Generations Z and

Y (Millennials)

Baby Boomers

and Matures

Empty nests,

Senior executives

and staff

While new generations tend to prefer a more detached interaction,                
older generations value personal assistance and long lasting relationships.
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At the highest levels of corporate hierarchies,                      
Governor and Entrepreneur leaders tend to prevail.

EGOS and Hierarchies

World population

(estimate)

Top executives

Upper management

Middle management

Other staff

10%

10%

40%

40%
29%

6%

55%

10%

9%

13%

51%

27%

42%

4%

47%

7%

32%

2%

61%

5%
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Each EGOS profile is keen on pursuing different types of careers.

EGOS and Career

Accordingly, leaders and the HR department should take the 
employees’ personalities into consideration when discussing 
mobility (promotion/rotation) or devising succession plans.
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Social

Organizational Culture

• Values people's 

development and 

synergies

• Teamwork and loyalty 

is promoted

• All contributions are 

recognized and 

integrated

Operational

Organizational Culture

• Values practical 

experience and ability 

to solve problems

• Procedures are tailored 

to circumstances

• Cooperation is informal 

and there is little 

internal competition

Governor

Organizational Culture

• Values consistency, 

quality and reliability of 

products/processes

• Clear procedures and 

working methods

• Authority and 

responsibilities are 

well defined

EGOS and Organizational Culture

The EGOS Map also positions different organizational cultures.

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

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

Entrepreneur Organizational Culture
• Quaternary sector: aeronautics and space, 

IT equipment and services, 

telecommunications equipment and 

services, robotics, research and 

development

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

• Tertiary sector: specialized technical 

services(engineering,legal,consulting,etc.), 

banking and insurance, transportation and 

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
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Administrative

Services
Sales

FinanceMarketing

EGOS and Functions

In addition, 
the EGOS Map 
positions 
different 
functions.

Strategy
R&D

HR Support Services

Operations
IT
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EGOS and Team Dynamics

The EGOS Map clearly reveals hidden team dynamics.

Industrial Firm - Before Industrial Firm - After
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EGOS and Team Adjustment

Bank Branch - Before Bank Branch - After

The EGOS Map enables leaders to restructure their teams 
through individual as well as joint adjustments.
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EGOS and Team Roles

In addition, the EGOS Map portrays the types of roles different members 
tend to play, thereby allowing the leader to balance the whole team.
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EGOS and Interaction

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

Mutual

Comfort

Zone

Discomfort

Zone

Discomfort

Zone

G

O

E

S

G

O

E

S

Personal

Context

Professional

Context

S

S

S

G

O

E

Personal

Context

Professional

Context

O

O

E

G

Personal

Context

Professional

Context

E G

Personal and

Professional Context
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EGOS and Mutual Adaptation

Reccommendations for the Adaptation of an Entrepreur to a:

Entrepreneur
 Limit the conflict: minimize confrontation 

of ideas, reach compromises, present 

options

 Be an expert: identify each one’s areas 

of competence, respect mutual expertise

 Promote exchange of ideas: harness the 

joint creative potential, build on all ideas

 Strengthen networking: create 

opportunities for social interaction, build 

emotional bonds

 Focus on the future: set ambitious mid-

long term goals, emphasize 

interdependence

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

Social
 Enhance personal relationship: do not 

be distant, share personal information, 

explore common interests

 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

 Provide recognition: value and praise, 

recognize the effort and contribution

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
 Increase the pace: talk quickly, analyze 

and decide in less time

 Be less conservative: create alternative 

options, take weighted risks, be more 

creative

 Focus on goals: give less attention to 

procedural details, value final objectives

 Be more direct: provide short and quick 

answers, focus on main ideas, be 

practical

 Be flexible: resist less to change, adapt 

to new circumstances, cope better with 

uncertainty

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

Social
 Express emotions: create emotional 

bonds, value mutual feelings, establish a 

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

 Improve communication: increase the 

frequency of personal interaction, talk 

and listen more

 Create compromises: insist less on own 

ideas, try to reach consensus

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

Interaction can be quickly improved through mutual adaptation.
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E9 E11

E10 E12

S2 S4 

S1 S3

O12 O10 

O11 O9

O8 O6

O7 O5

S14 S16

S13 S15

E5 E7 

E6 E8

G15 G13 

G16 G14

G3 G1

G4 G2

E1 E3

E2 E4 

S6 S8

S5 S7

E13 E15

E14 E16

S10 S12

S9 S11

G11 G9

G12 G10 

O16 O14

O15 O13 

G7 G5

G8 G6

O4 O2

O3 O1

Entrepreneur
Entrepreneur

&
Governor

Governor
&

Entrepreneur
Governor

Entrepreneur
&

Social

Entrepreneur
&

Operational

Governor
&

Social

Governor
&

Operational

Social
Social

&
Operational

Operational
&

Social

Operational

Social
&

Entrepreneur

Social
&

Governor

Operational
&

Entrepreneur

Operational
&

Governor

D
IR

E
C

T
IV

E
 B

E
H

A
V

IO
R

H
ig

h
L
o
w

INTERACTIVE BEHAVIOR LowHigh

L

L

L L

EGOS and Leadership

Each EGOS profile tends to adopt different situational leadership styles.
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Leaders should motivate staff from each EGOS profile in different ways.

Self-actualization needs
Development

of own potential

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)

EGOS and Motivation

E
Valuation,

knowledge,

independence,

power and challenge

O
Family,

freedom,

leisure, routine

and physical activity

S
Identity,

recognition,

social contact,

idealism and emotion
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EGOS and Strategy

In line with their EGOS profiles, business leaders favour and 
are more competent in different types of strategic initiatives.

Internal
development

External
development

•Mergers and acquisitions

•Strategic alliances

•Market transactions

Diversification

Products-markets

Internationalization

Vertical integration

So, strategy is actually based not only on 
the rational analysis of the environment 
and the firm but also on the specific 
personalities of the organization’s leaders.
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EGOS and Planning

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

Each planning methodology is best adopted by a specific EGOS profile.
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EGOS and Action

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 
considered.
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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.
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EGOS and Transformation

Desired

Current

Time

Transformation Evolution

Performance

Admission Preparation Alteration Consolidation

TRANSFORMATION

The transformation process must undergo 4 stages,                         
each one related to one of the EGOS profiles.

 Admission: joint alignment (S)
 Preparation: analytical rigor (G) 
 Alteration: committed effort (E)
 Consolidation: routine actions (O)
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EGOS and Change Initiatives

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

Return vs. Risk
High Risk

(high resistance to change)

Medium Risk

(medium resistance to change)

High Return

(high performance 

improvement)

Disruption Progression

Medium Return

(medium performance 

improvement)

Facilitation Transition

The change agents who will lead these initiatives should display the 
EGOS profiles most suited to successfully pursue them.
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Company Transformation

The transformation of any company 
must take full advantage of the 
diversity of its leaders and staff.

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

By creating a people-centric management 
approach, the company can

 Leverage existing competencies

 Strengthen joint teamwork

 Develop new leaders

 Revitalize planning and control

 Sustain future change
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The EGOS Map facilitates the human transformation 
of companies in both key dimensions.

EGOS and Human Transformation

The best way to deal with the future…

is to transform it!
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Prof. Adriano Freire is:

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

 President of EGOS Institute,                                           
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 Católica 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 internationalization.

EGOS Institute’s Leader
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Clients

http://www.somague.pt/somague/grupo_somague/grupo_somague.htm
http://www.somague.pt/somague/grupo_somague/grupo_somague.htm

