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Message from the President

D

ear NJC Community, this is the first issue of NJC’s “Semester in
Review”, a semi-annual magazine where we intend to share with you
how our semester was, and to bring you relevant content regarding
our industry written by our members and invited guests.

The Spring 2020 Semester has been a peculiar one with several challenges but
where the essence of NJC did not change. We developed 7 external projects
for clients as NGOs, government institutions and big firms. These projects
involved 42 consulting staff in more than 4500 hours of consulting delivered
during 10 weeks. The clients’ satisfaction rate remained at incredibly high
standards and we achieved the highest value in revenues since we were
founded in 2012. We were obviously forced to adapt the new way of working,
in order to face this pandemic, as any other company, and professor Pedro Brinca, in his article, explains what the
consequences for the companies will be and what will change as a result of this pandemic. However, the adaptability
of our members and understanding of our clients allowed us to deliver all our projects with the same high standards of
quality. For this success, the leadership skills of our Project Leaders, Principals and Consultants were crucial and this
topic is addressed by our consultant Manuel Pizarro in his article.
Also in this issue, our consultant Duarte Vilas Boas brings to our attention the performance of Tesla, why it is so loved
by some and so doubted by others, and what he thinks the future holds for this company.
Regarding our internal structure, it needs to be at its best In order for us to deliver such a high quality to clients,
therefore, over this past 6 months 13 internal restructuring projects were conducted by the Board of Directors and
Business Support Team in order to make our firm even more efficient. An Advisory Board composed by Nova SBE’s
professors was created, NJC launched its Magazine and podcast, the Social Media strategy was redesigned and we
organized even more activities with our partners.
Inside the Junior Entrepreneurs Network, Nova Junior Consulting reinforced its presence, being present in all national
events and supporting the network’s growth by conducting many training sessions to Junior Initiatives. The whole
work was recognized by being approved in the Audit with a champion stamp and by the Award we won at European
level for the “Most Impactful Project” developed in Europe.
Finally, during this year, 4 of our members joined top tier strategy consulting firms, making +40 the number of
members we placed at these firms since 2012. This is another proof of the great training we provide our members, as
these firms recognize their talent. In the interview conducted by Francisco Gião to Kearney’s Partner, Paulo Gonçalves,
we get to know what are some of the skills that allowed our members to be selected, as well as the partner’s take on
the industry’s current state and where it will develop in the coming years after they have joined.
All in all, this was a really successful semester for Nova Junior Consulting and for that I need to thank our clients, our
partners, and especially our team that worked really hard so that we can be a leading reference in junior strategic
consulting services. To all of them, we promise to continue working hard to deserve their trust and commitment.
We hope you find reading this magazine the most pleasant experience.

Francisco Avelans Rodrigues
President

NJC’s Spring 2020 Semester in Review

5

Our Spring 2020 Team

Board of Directors
Francisco Avelans Rodrigues; João Pina Monteiro; Ricardo Nogueira; Mateus Do Nascimento Rodrigues;
Francisco Gião; Ana Sofia Brandão; Mara Martins.

Principals
Afonso Vaz de Castro; Alessandro Spito; Andrea Vitale; Joana Oliveira.

Project Leaders
Bernardo Vedor; Celso Ventura; Diogo Mourão ; Henrique Almeida ; Inês Dias; Lourenço Paramés;
Marta Palha de Araújo; Matilde Tinoco; Pedro Lajas Pereira.

Consultants
Afonso Monteiro; Allana Sousa; Ana Leonor Oliveira; António Maria Rodrigues ; António Bentes; David Brites;
Diogo Alves; Duarte Vilas Boas; Francisco Silva; Gonçalo Marques; Henrique Vieira; João Marques; João Sancho Pires;
Laura Marques Alpizar; Luís Affonso; Malik Harrak; Manuel Pizarro; Maria Moura; Mariana Caetano; Mariana Nunes;
Matteo Mucedola; Miguel Conduto; Miguel Mauricio; Nicolò Rapanotti; Pedro Gonçalves; Ricardo Barroso;
Sofia Tomás; Sohail Khan; Tomás Graça.

Operations & Social Media Managers
Leonor Fontoura; Nuno Vilaça.

51 Members

6 Countries

7 Languages

4 Continents

6 Programs
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The Semester in Figures
Projects
42 Members in Consulting Staff

Type of Project

Market Research

1

2

1

7 Projects

1

Pro-Bono

User Experience Analysis

2

Strategic Assessment

Over 4.500 hours of consulting

Process Optimization

Awards

Events

1st International Recognition

3 Team building Events

7 JE Network Events
Europe’s Most Impactful Project

7 Learning Sessions

From Junior Enterprises Europe

Social Media
Followers increase per platform
+ 2%

+ 91%

Total Post Reach per Platform

+ 77%

Facebook

47K

Instagram

30K

LinkedIn
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The Future of Consulting
The Consulting industry is never static, we had the chance to talk with
Kearney’s Partner, Paulo Gonçalves, and get his take on the topic.

by Francisco Gião,
Marketing Director

I

n this interview, we had the opportunity to sit
with Kearney’s Partner Paulo Gonçalves and
better understand his point of view of the
consulting industry and its future.

The goal was to firstly get to know his path in
consulting, then get his take on what the industry looks
like at the moment, and lastly what he believes will
change in the near future.
[Francisco Gião – Interviewer] After finishing your
degree, how was the beginning of your career? When
did you start working in consulting?
[Paulo Gonçalves – Interviewee] As far as my academic
background is concerned, I studied economics at Nova
SBE both at undergraduate and graduate level (Master
and Doctorate coursework enrolment). Nonetheless, I
only completed the Master coursework as I chose to
start working in consulting, instead of pursuing a pure
academic career.
In the first years of my career, I worked in Investment
Banking in M&A and in 2006 I joined Kearney and began
working in consulting, so I’ve been doing this for a
while.
I ended up doing most of my professional career at
Kearney, starting as an Analyst, then Associate,
Manager, Principal, and finally Partner.
[F] You mentioned that you began pursuing a
Doctorate’s degree, did you ever consider becoming a
professor?
[P] Obviously, an academic career as Professor also has
a lot of opportunities, however I always found myself
more geared towards a more practical career, more
focused on having an impact on “real” business world.
Still, when I was accepted into the Doctorate program, I
was definitely interested in better understanding the

frontier of knowledge of economic science, namely
regarding the drivers and reasons for economic cycles
and economic growth, since I quickly realized how much
of an impact they had on companies and on people’s
lives. At undergraduate level I didn’t have the chance to
study this in-depth and I wanted to exhaust what the
economic theory had already discovered about it.
[F] As you said, you didn’t join the consulting industry
as soon as you finished your degree, but how would
you describe your first years as an analyst? Was it what
you were expecting?
[P] By the time I joined Kearney, I had already worked in
Investment Banking, therefore I had been exposed to
the business world from a more financial and outsider
point of view. However, I wanted to understand how
businesses and companies really worked from the inside
and at a more fundamental level.
In my first years working as an Analyst and as Associate,
the experience in terms of learning curve, clients,
sectors, and functional topics was like an accelerator, a
high-speed train.
All things considered, I was able to get exposed to
what’s not in the textbooks: how companies really work
from the inside, how decisions are made, how
organizations/ operations/ systems are structured, how
to manage people and build a high performing culture,
how to create value at different levels, and the
importance of good corporate governance for long term
sustainability.
On top of this, the immediate impact we had on our
clients with our advice was another extremely positive
factor, since all of us want to feel that responsibility that ability to influence a firm’s future.
[F] Of course, as a Partner, you are now looking at it
from a different perspective, but would you say that
the industry you found in 2006 is intrinsically different
than the one analysts are finding nowadays?
[P] I would say that some things have remained the
same, while others have definitely changed. This is
natural and common to all industries: they all must
evolve over time.
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Analysts’ involvement and exposure within the projects
we do for our clients, their analytical contribution for the
recommendations and for the decisions made and the
accelerated learning curve have remained pretty much
the same. Furthermore, the level of talent that is
required from analysts’ is similar in the sense that we are
still looking to recruit the very best. I would say that
these fundamental characteristics of the industry have
remained fairly unchanged.
On the other hand, there are some context factors that
have definitely shifted. If we think about what the world
was 15 years ago when it comes to access to
information, to social networks, to technology evolution,
it has completely transformed, and therefore the speed
of permanent disruption and the need for companies to
continuously adapt has increased significantly.
For example, the nature of the projects has changed,
with most projects nowadays focusing on topics such as
transformation, agility, digital innovation, and
omnichannel client interaction.
There are also other specific factors that influence the
work we do, for example the economic cycles and shocks
that have been felt not only in Portugal, but also in the
rest of the world.
For instance now with COVID-19 most leading
companies are looking to increase efficiency and zero
base their costs to gain resiliency and flexibility to cope
with the adverse context, whereas before they would
look for projects more focused on growth, for example.
Overall, I would say that the consulting industry is a
mirror and a driver of its clients’ needs, and therefore it
is constantly adapting and evolving.
[F] Keeping all of this in mind, what would you say
makes a good analyst in today’s sector?
[P] We recruit people with a strong academic
background who we believe will have a successful and
fast career at the firm. What ends up making the
difference is how complete the candidate’s profile is:
using a football metaphor, we look for polyvalent team
players.
You will truly need to develop a lot of different
attributes and skills, firstly the willingness and interest
in learning all throughout your lives since you will
always be exposed to new clients and situations. Then,
you will of course need exceptional analytical and
problem-solving capabilities, especially to excel in the
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beginning as an Analyst. Also, the capacity of being an
effective communicator and listener is also a
fundamental trait, since you need to be able to
customize advice to each individual client situation.
From a core-characteristic perspective, these are
definitely the main ones.
Furthermore, personality wise, we also look for
consultants who are resilient, positive minded and with
a great drive towards inter-personal relations with
clients.
In practice, it ends up being a very complete profile
from the get-go, which will evolve throughout time as
you take on more senior roles, since you will always be
exposed to new challenges. You are never
“comfortable” in consulting.
[F] Would you then say that the overall profile has
remained fairly unchanged, always maintaining the
required adaptability?
[P] The main characteristics that we look for when we
are recruiting talent remain unaltered. The biggest
change has more to do with the technical abilities that
consultants bring with them. Nowadays, consultants
have a stronger analytics’ background and a greater
predisposition towards digital tools.
I would say that the main distinction is that there is a
set of technical tools that have recently appeared, but
as long as you have the core characteristics needed,
you will end up developing any required technical
capabilities through experience.
[F] Now looking into the future, what do you believe
are the main factors shaping the industry?
[P] Just like any other industry, the context in which we
operate will be a strong shaper of our industry. In our
case the reality is simple: we are in an industry of
professional services which supports our clients in
taking their key decisions and we need to strive to
remain relevant and indispensable to our clients.
The evolution of the context will influence the needs in
which the clients will require our support, which
recently have been more focused in transformation,
optimization, adaptation to new environments,
sustainability, and adoption of new technologies.
We also deal with “market-dynamics” – other
competing firms. The number of players in the industry
has increased in recent years, which has undoubtedly
influenced the stratification and segmentation of the
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industry.
If we think about the market as a matrix, you would have
two different axes: one for customization and one for
value added. In the future, I believe there will be
companies available for every need within this matrix. As
such, we have recently seen the emergence of
companies providing services of information,
benchmarking, and expert networks.
These firms are providing and treating information more
as a commodity, and our challenge will be to remain
positioned in a superior quadrant with a greater
customization and greater value-added focus.
Nevertheless, the industry must also be able to adjust to
these trends and to the new technologies and tools,
monetizing also our ideas and knowledge assets in a
recurrent way instead of a pure focus on standard
projects, allowing for the clients to better leverage our
services.
In functional terms, we also should look at what we do in
a more end-to-end perspective. When we think about
Operations, Supply Chain, HR, IT and Finance, it is no
longer enough to have a partial take on them: we must
be able to provide an integrated perspective covering
strategic/
operational
considerations,
process
improvement and IT applications to drive its
transformation and agility. We need to move forward
and increase the value we add.
[F] Do you believe that these types of firms and new
technologies such as AI will either decrease the
importance of consultants or make them ultimately
obsolete?
[P] Currently, thanks to the new firms you mentioned,
the market is experiencing opposite forces. On the one
hand, you will have more fragmentation as more players
and solutions appear, whilst on the other, there will be a
consolidation within the industry as the bigger global
companies will continue to grow.
Consulting firms need to be able to innovate and
continuously improve their value proposition. The
services need to be more based on knowledge assets
instead of just simple projects. Also, our fees can
become more outcome based to align incentives with
our clients.
Looking back at the matrix analogy, we need to maintain
ourselves in a quadrant of high customization and value
added, since a lot of these new companies will tend to
fall into the “commodities” category.

Paulo Gonçalves, Partner at Kearney

As far as AI is concerned, there are plenty of articles
predicting that it will render consultants useless.
However, just like any other disruption, this can be
seen as both a risk or an opportunity, and I prefer to
look at it as the latter.
I believe that the client will always need consultants to
help them make value creation decisions and ensure
that they are efficiently implemented and that
everyone is pulling in the same direction. Therefore,
this element will always ensure that we are needed: it
is entirely up to us to remain relevant and
indispensable.
In our case, we are already developing efforts
leveraging AI. This can be either in our own processes,
making them more efficient, or in recommendations to
our clients, making them more productive.
At the end of the day, we will need to adjust and make
the most out of this new opportunity, since it has come
to stay. If we were to resist it and look at it as a threat,
then we would be at a risk of being left behind.
[F] One last question, what would you say to any
students who are considering a career in consulting
and are currently reading this interview?
[P] Firstly, consulting presents an amazing opportunity
for those entering the job market since it bestows great
responsibility from the get-go and allows you to
generate meaningful impact.
You will be able to work side-by-side with some of the
industry’s best professionals, and more than anything,
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it will allow you to experiment. It is a great place to try
new things, new projects, new industries and new
clients.
The amount of responsibility and impact you will have
really gives you an adrenaline rush to which few things
can compare, especially in those first years.
For those considering, you should definitely pursue
that ambition and enjoy yourself.
[F] Thank you so much, that was all of the questions.
Do you have anything you would like to ask me?
[P] Yes, in fact I do. I would like to get your take from
NJC’s perspective towards the industry. How do you guys
look at the industry? How does it affect your work?
[F] Using your answers as a starting point, I would say
that your take on the industry itself is consensual. Even
though our answers are biased, since it is a junior
enterprise dedicated to consulting, most members see
the appeal in the area as you described it.
The possibility of working directly with the client and
other amazing professionals, creating impact, and
gaining experience is definitely what makes the
industry extremely attractive.
As far as the work we develop, in line with what you
said about the new opportunities, we have been able
to efficiently leverage the appearance of new
information sources to improve our services.
The ability to access such vast amount of information
has allowed us to make up for our resources’
limitations and create more value to our clients.
[P] Thank you, that answers my questions.
[F] Thank you so much for accepting to talk with me, it
was a pleasure.

NJC’s Spring 2020 Semester in Review

11

Tesla: More Powerful than Doubtful?
Founded in 2004, Tesla has often been a topic of debate in the financial
community , but why?

I

n recent years, Tesla has become one of the most iconic companies in the world. Be it
because of their celebrity-like CEO or their innovative products, there is no escaping the
car manufacturer.

However, in the article we'll look into the company itself and try to understand whether
or not its notoriety is supported by its strengths.
by Duarte
Vilas Boas,
Consultant

Brief History
Starting from the beginning, “Tesla Motors” was founded in 2003 by two Silicon Valley engineers
and had as its prime goal becoming the first successful company to produce and sell a significant
number of electric vehicles, changing the face of motoring forever.

Shortly after, Elon Musk joined as an early investor in February 2004, leading the first series of funding and integrating
Tesla’s board of directors as Chairman.
The entry of the eccentric South African would forever change the fate of the company. With his help, Tesla raised
several million dollars and started to put its strategy into practice. But what was the strategy?
In order to be the first company to deliver Electric Vehicles (EV) on a mass scale, they knew that they had to deliver a
cheap vehicle with outstanding performance. Therefore, they made two main strategic decisions:
• Focus on lithium-ion batteries since they would become cheaper and more powerful throughout time.
• Attempt to increase production as fast as possible in order to achieve economies of scale, which would allow to
offer a competitive price.
Nevertheless, in order to put the automaker on the map and keeping in mind that the original prices were quite high,
Tesla entered the market with a high-performance sports vehicle called Tesla Roadster. Despite being expensive, this
remarkable car had an impressive performance, and its overall appeal was directed towards those who could afford it.
All in all, their first attempt was quite successful.
Ever since the first car came out in 2008, the company has launched many new models, out of which the most
successful has been the “Model 3”. Coming in at just $39,900, this car has surpassed all expectations and is the closest
the company has come thus far to selling an affordable EV.
However, the company has also faced severe setbacks and has had to overcome a series of events which nearly ended
in bankruptcy. For example, one of the main complaints by Tesla owners was that their cars would often arrive with
problems: cracked windows, leaks, or unreliable video screens. However, Justin Kniesel, the firm’s Director of
Operations brushed it off by saying: “Sometimes transport damages the paint […] sometimes there are issues from the
factory” which has driven away customers who questioned the firm’s concern for their clients.
Furthermore, there have been multiple occasions where the company has found it hard to deal with the demand for
their product which, even though it might sound like a good thing, has raised the question of how feasible it is to
produce EV in a large scale.
Combining this with some “unfortunate” comments from Elon Musk (who at one point blatantly stated that the
company’s share was far too high) has led to the company’s stock taking heavy dives. Nevertheless, it has always
managed to come out on top.
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5 Competitive Advantages
Now that we have looked at its History, it is time to take a deeper look into what makes Tesla such a strong competitor in
the auto industry despite being so recent.
1. Motors - No other company has an electric motor on the market whose performance/price ratio compares to that of
Tesla Model 3’s permanent magnet synchronous reluctance motor. Not only is it lighter and cheaper (the Model 3 motor
is estimated to cost $754 at 46,1kg, whereas the BMW i3 is $841 at 48,37kg and Chevy Bolt is $836 at 51,49kg), but it
also has much better torque and performance. Although great alternatives are starting to appear, such as the Jaguar IPace, the Porsche Taycan, the Ford Mach-E, and even the VW electric cars, these brands are very far from reaching
Tesla’s scale.
2. Batteries - The heaviest, most expensive, and probably most important piece of the EV puzzle is its battery pack and,
once again, Tesla is head and shoulders above the other competitors. EV expert Jack Rickard has said that “This is the
best, most advanced large-scale lithium battery ever produced on the planet and is years ahead of anything currently in
work.”
3. Superchargers - These are fast-charging stations where people can recharge their vehicle in about 30 minutes:
considering that one of the biggest problems in EV cars is their autonomy, this type of equipment is a precious
commodity in the industry. Tesla currently has at least 16.585 Superchargers at 1.870 stations around the world, whereas
no other car manufacturer builds and owns their own extensive charging infrastructure, which means that those
companies are dependent on third parties to fill in the gap.
4. Autonomous Driving - Tesla has designed and built their own custom full self-driving computer, and it is already being
equipped into some cars, which includes 8 cameras, 12 ultrasonic sensors, GPS, and radar. The company has produced
over one million cars with the full sensor suite, whereas its competitors are still in the thousands.
5. Elon Musk – Perhaps their biggest asset, the charismatic and visionary CEO has not only pushed the company towards
great achievements but has also helped to get more attention and mindshare from the public. At the end of the day,
many defend that shareholders are investing in Elon Musk as a CEO, rather than Tesla as a company.

5 Main Threats
Nevertheless, it is important to note that there are also
significant threats to the company’s success.
1. Production Restrictions – Despite having improved in
recent quarters, the company has always struggled to meet
demand, so much so, there have been reported cases
where customers had to wait over a year for their cars to be
delivered, making it a significant inconvenience to any
potential client.
2. Brand Recognition - Despite its meteoric rise, the reality
is that Tesla is still seen as a novelty and does not have the
brand recognition of the already-established incumbent
firms. Therefore, they will always have to make an increased
marketing effort, pressuring an already-slim margin.

Tesla factory in Tilburg, Netherlands

3. Oil Prices – Although extremely recent, the fact that oil prices have fallen significantly in recent months due to lack of
demand and conflicts within OPEC represents a heavy hit to EV’s benefit of being cheaper to drive once bought.
4. Disruptions to the supply chain – Since we are talking about an American firm, the current tensions between the US
and China could also hinder the automaker’s ability to efficiently produce and assemble their vehicles.
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5. Elon Musk – As the saying goes, there are two sides to every coin, and Elon Musk is no different. The iconic figure has
on multiple occasions made controversial statements that have reflected poorly on the firm. Furthermore, many believe
that Tesla’s value is vastly leveraged on investors’ believe in Musk’s abilities, meaning that if he were to commit a severe
mistake, the whole company would be hit.

Financial Situation
Tesla is also a great topic of debate when it comes to its real
corporation valuation. On the one hand, not only do some
investors see their stock as heavily overvalued, but they also
do not believe in the company’s ability to gain any
substantial long-run market. On the other, many believe its
stock will reach the thousands in a 5-years’ time.
This explains the fact that “no other stock has a wider gap
than Tesla from the average analyst price target to the top
and bottom targets,” according to a CNBC analysis of FactSet
data.

Elon Musk, Tesla’s CEO

Showcasing this volatility, on the 4th of February, based on the news that their battery factory with Panasonic had had its
first ever profitable quarter, stocks reached a record high of $968,99. However, in less than a month and a half, the stock
had fallen 62,7%, hitting the low point of $361,22 per share on the 18th of March.
Even though this fall was heavily impacted by Covid-19, it still highlights very clearly how volatile the market is towards
Tesla.
Nevertheless, Tesla’s Q1 2020 results (which paint a picture of a company that continues to grow despite operational
challenges, namely the production constraints associated with Covid-19) were positive and presented the third
consecutive profitable quarter.
The house of Elon presented a YoY revenue growth of 32% and a Net Income of $16M, their highest value in Q1 to date.
While sales have not significantly dented those of the traditional German carmakers, the speed with which it has
managed to ramp up production has applied pressure on the likes of VW, BMW, and Daimler to accelerate their
electrification plans.
Building on these results and overall performance, the stock’s price has been steadily recovering since hitting its lowest
recent value back in March. Clocking in at $813,63 (on the 18th of May), the values clearly highlight the investors’ belief
in the company’s capacity to deliver despite the dire economic prospects.

Looking Into the Future
As any corporation in today’s fast-paced market, Tesla is constantly innovating and attempting to improve their
operations, and as such, I would like to highlight two of the most relevant and recent actions taken by the firm:
- Next Gigafactory in Berlin
As part of their effort to reach as many customers as possible and increase their overall production capacity, the
company has chosen to develop a Gigafactory in Europe. Tesla's new factory (which will build batteries, powertrains, and
vehicles, starting with Model 3 and Model Y) is being built in Berlin and is expected to be operational in 2021.
According to Elon Musk: “German engineering is outstanding and that’s part of the reason why we are locating our
Gigafactory Europe in Germany.” Also later adding that, due to the expertise found in the country, some of the best cars
in the world were made in this country and so would a very big slice of Tesla’s supply chain.
- Cybertruck, Tesla’s most recent unveiled vehicle
The long-awaited electric pickup truck was unveiled in November at its Design Studio in California. The Cybertruck has
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arrived, and it looks nothing like any pickup truck ever seen - the body appears to be a single form, looking like a large
metal trapezoid on wheels and more like an art piece than a vehicle.

Cybertruck, Tesla’s latest vehicle

Another eye-catching feature of the truck is its price: Elon Musk also surprised the audience by disclosing an entry
price $10.000 below expectations, with three versions that have base prices ranging from $39.900 to $69.000.
This marks a departure from the company’s normal tactic of breaking into a market segment with high-priced models
and racing to force prices down as production volumes rise. However, putting it within reach of most pick-up truck
buyers also raises the spectre of renewed pressure on margins.
On the 29th of November, Elon Musk posted on Twitter: “146k Cybertruck orders so far […],” within only 48 hours of
the Cybertruck unveil. Just two days after, he tweeted again, but this time “250k,” even with "no advertising and no
paid endorsement." Even though this it is just a $100 deposit and people cannot yet configure the car, it shows that
they are willing to pay for it.

Final Thoughts
Tesla is racing to be one of the most powerful and fastest growing car companies of all time. The outstanding numbers
on sales and revenues confirm that the company is in fact able to match expectations and produce on a large scale,
being a real threat to its biggest competitors.
However, it still has some gaps to fill, being quite a doubtful business to invest in, as it is noticeable by looking at the
discrepancy on the Wall Street analysts’ opinions. These issues seem to be diminishing as the company is improving its
financial statements by continuously innovating with the power of its competitive advantages.
In conclusion, although it still has a lot of work to do, Tesla is on the right path to achieve its primary goal, meaning
that it is a company with a promising future that will surely shape the industry for years to come.
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Covid-19 and Its Consequences
When the crisis hits, it doesn’t hit everyone. At least not in the same way.

2

by Pedro
Brinca,
Assistant
Professor

020 wasn’t set out to be the best of years, at least not from a macroeconomic
perspective. With a recession looming in Germany, growth prospects barely exceeded
1% for the Eurozone. The pandemic outbreak made all of this seem all too small. Latest
prospects set the Eurozone to contract close to 10% in 2020. The future seems bleak to
the least. But one thing to keep in mind is that macroeconomic variables provide context but are not
fate.
In every recession, there are firms who decrease market capitalization, revenues and margins,
but there is also a substantial amount of them who manage to grow and increase both revenues
and profits. Looking at the U.S. for example, looking at the last four downturns since 1986, on
average across sectors, 14% of firms report increased growth and EBIT margins. Of course, an
overwhelming average of 44% of firms do report the opposite; a fall on both EBIT margins and

growth. It has to be so, by construction. Or otherwise it wouldn’t be a recession. But the point I want to make is that
there are strategies such that, even in the harshest of storms, can make the difference in terms of steering the boat
back to sunlight or straight to the bottom of the ocean. Or at least just preventing it from sinking. About 40% of firms
manage to avoid either a fall in EBIT margin or a decrease in volume.
The current crisis is no different in this respect. There is a large degree of heterogeneity, both within and across
sectors. True, some are overwhelmingly in the red. In Commercial Airspace, one of the most hard hit sectors, 9 out of
10 companies amongst the top 3000 firms in the world, had lost from 20% to 60% of market capitalization. But notice
again that, the spread is quite substantial. Some sectors, like consumer services, have almost 20% of companies
increasing market capitalization.
In order to navigate these troubled seas, there are a number of challenges to overcome and strategies to deal with
them:
1 - DEMAND: in most sectors demand has decreased and become more erratic. In order to survive it is imperative to
intensify communication with customers; gauge market trends and pivot production, marketing and pricing to follow
shifts in demand; and explore alternative channels for sales, such as online and home delivery;
2 - SUPPLY: remain in close contact with your tier 1 suppliers to identify supply chain risks over the entire supply chain.
Rank these risks by component and impact on production and identify alternative suppliers for riskier inputs; assess
your capability to scale inventories as these are buffers for supply chain disruptions;
3 - SAFETY: protect clients, employees and suppliers by securing protective gear and operate under strict standard
operating safety procedures, as established by official health authorities; keep monitoring SOSPs as they are likely to
change and evaluate trade-offs of having more employees working remotely; remember to protect company data, as
the full throttle move to digital might come at the expense of security vulnerabilities;
4 - POLICY: monitor closely policy proposals and liaise with industry associations for effective lobbying towards
idiosyncratic sectoral needs; make sure compliance is up to date, especially on tax related issues as support is possibly
conditional on it; make sure financial reports and statements are easily produced as requirements for especial credit
lines and support programs are likely to require them;
5 - WORKFORCE: make working schedules and arrangements as flexible as possible; KPIs have never been more
important in an environment where effort is less observable; roll out training programs for digital tools immediately;
establish channels of communication that allow employees to participate in the definition of the new normal.
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These are dimensions along which challenges emerge and some emergency strategies that will prove useful in dealing
with them. However, it is very likely that the new normal might be different from the old pre-pandemic normal. Here’s
five important things to expect:
1 - More diversified supply chains: local will gain appreciation, even if at higher costs; pandemic just pushed even further
a dynamic that was sent in place already;
2 - Online becomes the new normal: Covid-19 crisis is being a big push towards online technology adoption for even the
most resistant, be it households or firms; heightened competition given that price comparison is far easier on online
platforms; in-store shopping and commercial real estate likely to take a long-term hit;
3 - New health standards here to stay: fear of new wages of Covid-19 or new pandemics likely ensure stricter sanitary
checks on both cargo and passengers; this will increase costs and perceived risks will reinforce trend for business travel to
move online; it is also to be expected an increase in social pressure against parahealth movements (such as antivaccination groups);
4 - Public insurance becomes central: catastrophic job and firm destruction in many countries will likely shift sentiment
towards stronger role of social insurance; Covid-19 fight lead mostly by public health institutions will motivate for an
increase in their role and coverage; this will mount on the perception of successful public interventions during the 2008
and 2011 crisis;
5 - A more unequal world economy: crisis is not affecting everyone equally, be it countries, sectors, firms or households;
trends in automation and wage premia for cognitive/non-routine work likely to increase, also putting in questions labour
impacts of resorting; poorest are the hardest hit: disease-wise, economically-wise and effects are likely to be permanent.
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Being a Leader
Leadership is and always has been a delicate subject and in this article
Manuel will try to explain why.

by Manuel Pizarro,
Consultant

Y

ou have just decided to join a basketball team
for fun (the lockdown has come to an end and
you really need to start working out). Before
your first training session with the team, you
decide to go practice some free throws on your own.
You make 30 out of 100 attempts and you think to
yourself “Wow! I think I was born to play this game”. To
your surprise, you get to the training session and your
percentage of 30% is by far the lowest on the team.
What’s more, after you get home and start watching
some NBA games, you realize some of the best free
throwers have percentages above 90%. You are
flummoxed. You were in the worst quadrant to be in
from a skill-mastering perspective: the “Unconsciously
Incompetent”. You weren’t a good free thrower, and
you didn’t know it yet because you hadn’t put in the
amount of work necessary to really figure out what
success looks like, and what things you were doing
wrong in your free throw that prevented you from
reaching it. The second stage, “Consciously
Incompetent”, is where you gained enough awareness
to realize the things you are not doing right (by
watching NBA games and learning from your team
mates at practice) and you started putting in the effort
to become good at doing them. So, you start practicing.
You practice 8 hours a day, 6 days a week, just on your
free throw ability. You become really good, 90%-good.
However, to consistently make the shots you have to be
focused and it is still not natural to you – you have
reached the third stage, “Consciously Competent”.
Finally, after many months of hard training and sacrifice,
you reach god-mode free throwing. You do it so
effortlessly, it is so embedded in you that you cannot
miss a shot, even without being focused – the
“Unconsciously Competent”.
This is an example to help you understand the four
stages of competence, a framework created by Gordon

Training International. According to this framework,
there are four stages that one goes through since
he/she begins learning a skill until the skill is completely
mastered. In this article, I will try to clarify what
leadership is and, from that framing, draw some
leadership insights I think can be useful to everyone,
regardless of where we are working or what we are
doing. Hopefully, by the end of the article, you can
better locate yourself in the stages of learning
framework and are left with some leadership advice
that you can start applying in your life right now.

Four Stages of Competence

Framing Leadership
So we can get a better framing of the concept, and you
understand what I am referring to when I write
“Leadership”, I will give you some definitions I find
interesting – I cannot give just one because it would not
encapsulate all the interesting perspectives I want to
demonstrate. Firstly, Yukl indicates in his paper
“Effective Leadership Behaviour”: What We Know and
What Questions Need More Attention that leadership is
about influencing and facilitating individual and
collective efforts to achieve common goals. Secondly,
there is this notion, present in the book “Leadership and
performance beyond expectations” by Bass, of
transformational leadership – a kind of leadership
where leaders inspire people to do much more than
what ought to be expected from them. Last but not
least, throughout my experience so far in leadership &
culture consulting and in my classes, I have heard many
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managers and CEOs say that leadership is about creating
other leaders.
It also helps to understand the difference between a
manager and a leader. I really like Rost’s approach (in his
book “Leadership for the Twenty-First Century”): while
management is an authority relationship and it is
unidirectional (manager to subordinate), leadership is a
relationship of influence and it is multidirectional. I like it
because it reveals that leadership really is not defined by
organizational structure or whatever rule there may be.
Leadership, or better yet, leaders are defined by people,
who wish to follow. Another interesting approach is from
Bennis and Nanus (in their book “Leaders: The strategies
for taking charge”): while management is executing
activities and setting routines, leadership is influencing
others and creating a vision for change. Accordingly,
there are some insights we can derive: to create an
agenda, a leader establishes a vision while a manager
plans and budgets; to establish a human network to fulfil
that agenda, a leader aligns people and creates
commitment while a manager organizes them; to
execute, a leader motivates and inspires and a manager
controls and solves problems; while the results of a
manager are predictability and order, the results of a
leader are change and movement.
The article “Reflexive work and the duality of selfleadership” was co-written by Miguel Pina e Cunha and
two other Nova SBE scholars, and mentions the domains
of competence that leaders must excel in. There are four
domains. The first one is the technical domain – meaning
you get the job done. Many companies mistakenly
promote people to the position of managers solely by
their excellence in this domain. These were people that
were excelling at their jobs, they were better than
everybody else and top management thought they
deserved a promotion to keep them motivated. But this
way of thinking is extremely dangerous for
organizations, for excelling in this domain alone is
insufficient, as we will see. The second domain is the self.
Self-leadership is about knowing yourself, giving yourself
a direction and motivating yourself to get there. Selfleadership is an extremely important reflexive ongoing
work you have to do to be an effective leader; it will help
you keep yourself well-balanced as a person. The third
domain is the interpersonal. These are the socialrelational competences associated with working with
other people (e.g., communication, negotiation,
empathy, persuasion, inspiration). Lastly, the fourth
domain is the conceptual/strategic domain, or the
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leadership of organizations. This entails understanding
how an organization works, as well as its external
environment. This includes, for example, logical
thinking and the ability to conceptualize complex
relationships, as well as making sense of trends and
identifying opportunities and threats (all the SWOT
analyses us students do in classes are very useful
here!).

Leadership Insights
But what do all these theoretical concepts really mean?
Now it is important to give you some visibility over
what I believe you can start doing to improve your
leadership skills. In this part, I will be mixing my
knowledge of the scientific literature with my personal
experiences, so please take it with a grain of salt.

#1 – Leadership can come from anywhere
It does not matter where you are in the organizational
chart. Leaders exist regardless of the positions in the
organizational structure. This is because leadership
means people look up to you in a way or another, and
you reciprocate that by providing them with a direction
to move forward. If you are good at something, people
will look up to you, even if they are in a position above
you. They will look for you to help them clarify their
doubts, to give them direction and inspire them to
improve. Now, people admiring you by itself does not
make you a leader. You must provide them with
something that is meaningful to them, that gives them
clarity and motivates them. I have had the opportunity
to manage teams where I had people who were a lot
smarter than me and, in many aspects of the job, a lot
better at executing tasks than I was. When they were
doing those things, they were the leaders at that
moment, not me, because they inspired me and the
rest of the team. If you are a true leader, in cases like
this you have to let other people shine when they are
supposed to shine and encourage them to reach even
higher. This is especially true because…
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#2 – Leaders create leaders
The utmost important job of a leader is to inspire their
followers to inspire other people. I say this because the
very vitality of an organization depends on this. This is
very much cliché, but an organization really is its people.
Let’s take the example of Nova Junior Consulting; if NJC
is not looking carefully at its leadership pipeline, the
organization will suffer – the number of projects or
attractiveness of projects decreases, the organization
becomes less attractive, the delivery quality of the
projects will diminish... These are all vital aspects to
NJC’s quality as a student-run consulting firm that will
significantly underperform if the wrong people are
selected. Hence, while a manager oversees the team’s
work, organizes timelines and plans the weeks ahead,
keeping in touch with the client weekly, the leader takes
a long look at its people, clearly identifies their strengths
and areas of improvement, and develops them by
challenging, inspiring and motivating them so that by the
end of the semester, one of them can rise up. In case
you are not a manager, you can still act as a leader by
challenging your colleagues and complimenting them on
their work; by giving your best at your organization
(setting the example) to inspire them and defining a
vision that can be shared by the both of you. Ultimately,
you will be contributing to the creation of more leaders
and strengthening the organization by doing so. But, in
order to really create leaders, you need to…

#3 – Study people
People have different personalities, and for the same
input (from external environment) there can be quite
different outputs (behavioural reactions) depending on
the person. When you are analysing your leadership
pipeline, it is very useful to really understand who your
people are. Many of the times, in numerous
organizations, this understanding is shallow – people are
categorized as “hardworking” or “slackers”, or
“communicative” or “strategic”. We have got to do
better than that if we want to really understand people.

Selecting people on those grounds is almost certainly
going to increase the chances of casting mistakes.
Observe people’s behaviours over a long period of time
(months), see if there is a pattern, try to understand
what is driving the pattern, be specific about it (the
book “The Talent Masters: Why Smart Leaders Put
People Before Numbers” by Conaty and Charan
explores this idea very well). What’s more, I have found
that it is of most importance to understand the people I
am relating with to adapt my behaviour accordingly,
and to motivate and inspire them. To do so, you need
to approach them in a way they are comfortable with.
This does not mean by any way that you should not be
authentic. Authenticity is one key characteristic of a
leader. You can adapt yourself without ever losing sight
of your true north. To better understand your
colleagues at your organization, I highly advise two
personality models. The first one, and my favourite one
since it is the most relevant to the scientific literature,
is the Big Five personality traits. The second one, if you
want something simple and easy to apply, is the
Tetramap. But what if studying people is important not
to motivate, but to eliminate the demotivators?
#4 – People don’t actually need motivation or
empowerment
Patty McCord, the ex-Chief Talent Officer of Netflix,
makes an angry face every time she hears the word
empowerment (her book “Powerful” is a great read).
Nadim Habib, the renowned Entrepreneurship teacher
at Nova SBE recently said in a recent Nova SBE webinar
that the leader’s role is not to motivate people, but to
eliminate demotivators. But what do they mean? In
their view, it so happens that you can only do so much
– people already have the power, people are already
motivated. Well, if they are not, what are they even
doing at the organization? Patty argues that people
already have a lot of power, and you just need to
understand them well enough to give them what they
want. For example, IT engineers want great challenges,
with great people by their side. Nadim states that
people want to be part of a winning project. A leader’s
job is just to understand what is demotivating someone
or taking away someone’s power, and get rid of that
element. This certainly gives you something to think
about. Perhaps the greatest motivational action you
can take is to provide other people with the necessary
freedom to go about doing their business, giving them
ownership and accountability for the outcome – people
might surprise you.
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#5 – Ask why
As Simon Sinek says, you should start with why. It helps
you deconstruct problems, identifying symptoms and
reaching their root causes. It facilitates your systems
thinking and thus your problem-solving capabilities
(conceptual/strategic domain of leadership). The “5
whys” is a framework that can really help you explore
cause-and-effect relationships that underlie a problem (5
iterations of why is usually sufficient to reach the root
cause). By asking why all the time, you also gain a much
more factual view of the work (read “Factfulness”, by
Hans Rosling, especially the “blame instinct” part) – by
understanding that a problem arises usually from a
variety of factors, you understand much better what are
your options and where you have to act to fix it. Asking
why also enables a series of other competencies relevant
to the interpersonal domain of leadership – you
establish more easily a vision that motivates others, you
do not jump to any conclusions about other people, etc.
However, in order to really understand your reality, you
must be painstakingly honest.

#6 – Inspire trust by being honest
Trust is the ultimate foundation for any relationship.
Speaking the truth, and as importantly, inspiring a
culture of candor, is the basis on which you can build
trustful relationships that lead to effective work
environments. But this is by no means an easy task,
especially because the short-term gains of lies are so
much more attractive in the moment comparatively to
the vastly bigger long-term gains of telling the truth. But,
as a leader, you have the responsibility of inspiring an
environment of psychological safety, meaning you have
to demonstrate that it is ok to fail, that people are not
going to be judged and crucified. Give honest feedback
to your colleagues, ask them for feedback, and let them
know that you want the best for them. Be as honest as
you humanly can.
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Final Remarks
All of what I have written here is much easier said than
done. Being a good leader is a very difficult role to play.
It involves competencies that are very difficult to apply
unconsciously, let alone consciously!
It is of a great benefit to any organization that every
member develops their leadership competencies. If you
found it helpful, share this article with colleagues you
would like to discuss these issues with, or even your
manager. By doing so, you are taking a step into training
your leadership skills.
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