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Message from the President

D

ear NJC Community, I am pleased to bring you another edition of NJC's
“Semester in Review”, our semi-annual magazine in which we will
share how our semester was and bring you relevant content, related
to both our industry and others, by our members and invited guests.

During the Spring Semester of 2021, NJC has been developing its internal
organization to best fit the needs of our clients and members. We adapted a
blended system which integrates physical meetings with partners and clients, as
well as an online component when it is appropriate. Among the advantages this
model has brought to our organization is the ease of developing international
projects. This way, we developed 8 external projects with clients which include small
and medium enterprises, government institutions, and large international organizations; the projects counted with
the efforts of 39 members in the consulting staff, resulting in over 4000 hours of consulting delivered during over 10
weeks. For yet another semester, our revenues continue to grow alongside the satisfaction from our clients.
This semester was a particularly successful one for our organization, NJC was recognized with the award “The Most
Promising Junior Enterprise”. The award recognizes the Junior Enterprises with the greatest potential in Portugal,
measured by their development, quality, impact, and long-term vision. To achieve this recognition, the close
relationship that NJC maintains with companies such as BCG, Deloitte, Kearney and Mastercard was essential,
alongside its international mindset and multicultural structure which counts with members from all over the world.
We, as Nova Junior Consulting, recognize the importance of taking an active role in our community and thus have
been focusing on developing high impact initiatives which can directly and indirectly positively impact those around
us. On the one hand, NJC has continued to develop pro-bono projects for social organizations with distinct purposes
and geographic coverage. On the other, we have, for the first time in our history, developed a social responsibility
program which will guide our impact initiatives in the upcoming years. Among the initiatives developed this semester
are the mentorship given to high school students working with NGOs in their local communities and the monetary
sponsorship of the Battle4Cause competition which had the goal of developing solutions for people with different
disabilities. You can expect many more exciting initiatives on the way.
As this is a highly relevant topic for us, in the body of this newsletter you can find an article from Talita Feliciano and
Inês Rola Pereira, from the Leadership for Impact Knowledge Center of Nova SBE, on how Portuguese non-profit
organizations were affected by the Covid-19 pandemic. On the topic of the transformation brought by the pandemic,
we present an article from Professor Rita Cunha, Associate Dean of Nova SBE, on the hybrid work model, which
explores the combination of remote work and on-site work. We continue with an interview with Professor Emanuel
Gomes focusing on the internationalization of companies in turbulent environments. We are proud to have two of our
Alumni sharing their opinions. João Monteiro, drawing a thought-provoking parallelelism between economics of
bananas and the pandemic; and Luís Rebelo, Advisor to the Minister of State and Finance, which explores the positive
and negative points of consulting, and how it helped him be where he is today.
I would like to finish my message by addressing our most sincere gratitude to our Associates, Clients, Alumni and
Partners for their outstanding dedication which has ensured that NJC has continued its path of growth.
We hope you find the insights on this magazine useful and that you learn from it as much as we did.
All the best,

Ricardo Nogueira
President
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Our Spring 2021 Team

Board of Directors
Ricardo Nogueira; Lourenço Paramés; Matilde Tinoco; Miguel Conduto;
Diogo Mourão; Marta Araújo; Mariana Nunes.

Principals
Afonso Monteiro; António Rodrigues; Carolina Pereira; Jannik Nolden; Mariana Caetano.

Project Leaders
Allana Sousa; Ana Leonor Oliveira; António Bentes; Berenice Brettner; Colin Stradinger;
Diogo Alves; Moritz Schmude; Rita Barros; Sofia Tomás.

Consultants
André Fradinho; Bernardo Henriques; Bernardo Simões; Carolina Cascarejo;
Duarte Begonha; Duarte Martins; Furkan Ilikhan; Isabel Burguete; João Monteiro; João Sousa;
Laura Alpizar; Lena Greiner; Madalena Nunes; Mafalda Afonso; Manuel Garção;

Miguel Azinheira; Miguel Gomes; Pedro Oliva; Pedro Rodrigues; Sultan Mussa; Tomás Graça;
Tomás Coimbra; Tomás Rodrigues; Valerie Hopf; Yash Sharma.
Operations & Social Media Managers
Elena Toscano; Laura Magro.

48 Members

8 Countries

6 Languages

5 Programs
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The Semester in Figures
Projects
39 Members in Consulting Staff

Type of Project

Talent Attraction
Process Optimization

2

8 External Projects

1
Strategic Assessment

2
2

Market Research

1

Over 4000 hours of consulting

Digital Strategy

Awards

Events
8 Team-building Events

5 JE Network Events

Most Promising Junior Enterprise
from Junior Enterprises Portugal

7 Learning Sessions

Social Media
Followers increase per platform
+ 0.3%

+ 19.7%

Total Post Reach per Platform

+ 29.4%

Facebook

19.1K

Instagram

43.3K

LinkedIn
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Hybrid work and the brave new worker
“The way people worked dramatically changed, with the deployment of
teleworking as a generalized feature for a large percentage of workers.”

F

ifteen months living under the pandemic restrictions for personal in-person
contacts have deeply changed our perceptions and expectations on the return to
‘a normal’, in all fields of our lives. But the general on-going vaccination opened a
window of hope that soon the world will reach herd immunity (in some parts of the
world faster than others).

by Rita Campos
e Cunha,
Deputy Dean and
Professor at Nova SBE

The costs of the pandemic were, of course, enormous. Health professionals were
immensely overloaded, putting themselves at risk for the care of the infected patients, the
shutdowns of many sectors, from hospitality to cultural events, had and still have a strong
impact on the economy, and above all, the costs were tragic for the covid-infected people
and particularly for those who lost their lives (or members of their families).

In the space of a few days, workers were sent home and lockdown periods were decreed
by the governments at a very large number of countries. The way people work dramatically
changed, with the deployment of teleworking (work from home) as a generalized feature for a large percentage of
workers. Not only working from home became generalized, but the rhythm of change to this type of work was made
at lightning speediness. This transformation was undoubtedly made possible by the acceleration of technological
developments, particularly in terms of communication, that was experienced in the last decade.
And now that we see the light at the end of the tunnel, we know as a fact that: i) remote flexible working conditions
are possible, without productivity reductions, therefore increasing the possible supply of opportunities for this type
of work, and ii) this type of work is valued by workers, therefore increasing the demand for flexible work
(Grzegorczyk, M. et al, 2021).
As the pandemic will come to an end, the questions, and uncertainties, regarding the ‘new normal’ take priority for
companies and organizations in general. What will work look like, from now on?
One of the most common answers is Hybrid Work. A recent survey by McKinsey to C-level executives in Asia, Europe,
Latin America and United States, from different industries, reports that 90% of the organizations will be using the
hybrid model, although the concept remains to be more specifically defined.
So, what is it that we mean by hybrid work?

It may actually take three different formats, although it
clearly combines remote work with on-site work: i) we may
be considering a segmentation of workers, some doing fully
remote work while others will be fully office-based, or ii) we
may be considering a format in which all workers will be
partially office-based and working from home (what I will call
blended format), or even iii) something in between.
In Europe, teleworking was far from the current experience,
although with notable differences across countries. In
Northern Europe (Scandinavia, Netherlands and Luxembourg)
teleworking could reach an average of 30% of the workers,
while in Eastern Europe, Greece and Spain it would not reach
5% (Grzegorczyk, M. et al, 2021). These differences reflected
technological infrastructures, job characteristics and organizational cultures, but also some social trends, typically
associated with younger generations.
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The trend to increase Work-Life Balance as an expectation of young Gen Y and Gen Z professionals, and the
consideration of the trade-offs between wealth and career versus leisure and family/children, associated with the
increasing urbanization of the population which makes commuting to work an important time-consuming activity,
led to several studies on remote/on-site work formats, even much before the pandemic hit the global scale. With the
Covid-19 and the massive move to remote work, with the increase in productivity and customer satisfaction that
seems to be generalized, the challenges for senior leaders are now in the decisions to be taken for the near future.
Whatever the format of hybrid work organizations decide to choose as the ‘new normal’, a few questions still remain
to be specified: i) what are the potential disadvantages of fully remote or fully in-person, ii) what are the potential
advantages, iii) what will the role of the office be, iv) what will the role of the People Management department be
and v) how will organizational culture be impacted.
Potential disadvantages of fully remote or fully in-person
Covid-19 will very likely be remembered by many as the infection that transformed their homes into offices. The
small, limited use of remote work (such as for child or elderly sickness support) was suddenly transformed into the
mandated format, by companies and even governments, for a large diversity of jobs. And, unexpectedly, the
business results were positive, with productivity and customer satisfaction increases. However, this change is only
possible for highly skilled white-collar jobs and computer-based office work, and for some tasks of those jobs.
Some disadvantages of the remote work lay on lack of socialization and collaboration. After being forced to make of
home an office, many people want to return to the office, to enjoy the company of colleagues for lunch or coffee, to
seat around the table discussing projects, without previous scheduling. Activities like coaching, onboarding,
negotiating, innovating and problem-solving, are much more effective and fun when done in person than online.
One of the challenges and potential cons of moving to fully remote or fully in-person is social. For workers to move to
entirely remote or blended, employers must guarantee the working conditions of these professionals, namely in
terms of equipment and tools, but including their living conditions. Consequently, underprivileged people, with below
average economic and social conditions, may be forced to the fully in-person model, without any type of time and
space flexibility, therefore raising issues of fairness, engagement and motivation for these employees. In the same
vein, there can also exist some room for discrimination, such as by gender or ethnicity, at the organizational level.
Additionally, people feel the pressure of the constant emails and Zoom meetings, almost like a Big-Brother type
of surveillance that impairs spontaneity and hinders
motivation. Mental health and increased stress symptoms
were also mentioned as a negative consequence of the
large scale Covid-19 enacted teleworking, caused by an
increase in working hours and even interference in family
life, by the need for sustained attention for long periods of
time and often by low quality of the media.
For those that remain fully remote, an additional concern is the likelihood of being left out of the company social life
and losing career advancement opportunities. The chance that impromptu meetings may be done with the people in
the office, without having to schedule for those in a remote format, is an example of the serious threats for the
performance visibility of these workers and their managers’ evaluation.
Fully in-person, on the other hand, is plagued with the lack of time flexibility and long commuting hours. This time
rigidity leads to the time-poverty feelings, whereby employees spend their energy in work-related chores and
obligations, leaving out the quality experience with their spouses and children.
Finally, the possibility of perpetuating inequalities, with ‘poorer’ jobs (less desirable in terms of their compensation
and motivational characteristics) remaining remote or fully in-person and the ‘richer’ jobs returning to the office in a
blended format, must be taken into account.
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Potential advantages
The advantages of hybrid work have to do with flexibility, particularly in the ‘blended’ format. Reducing commuting
time, especially in large urban centers, is certainly considered as a blessing.
The work-life balance preference of Gen Yers and Gen Zers has already been mentioned above. And I will add that
this preference is not exclusive to these and that even Gen Xers and Baby Boomers value that balance. But,
especially for the younger professionals, who may start a new job, having on-site work experiences is key to create
networks, to have mentors and absorb the organizational culture. Fully remote work, therefore, may not be the
answer for their motivation and career expectations, fully in-person does not attend to their work-life balance
expectations, whereas the blended format introduces both time flexibility and socialization opportunities. Blended
work is therefore a system in which employees are “encouraged to be flexible”.
This flexibility imposes new HR practices and processes, which is an additional opportunity for HR departments to
become more credible and valuable to the organization. How? For instance, in terms of getting access to additional
recruitment sources, to rethink talent allocation, to promote reskilling and the acquisition of digital competencies
and to empower employees. This topic will be developed in a separate section below.
The use of extensive videoconferencing for meetings, during the pandemic, will likely remain for several different
purposes and reduce the requirements for business travel, another positive signal for those who have to do
extensive business travel in their jobs.
The role of the Office
As we acknowledge the positive outcomes of the hybrid work model, and also agree that the way people will work
after Covid-19 is not a return to the past model but rather having some flexibility (both time and space), companies,
and organizations in general, may attempt to consider whether office space should be reduced or even eliminated.
However, the trend for hybrid work that was already common in some companies, particularly the technological
companies like Google, Facebook, etc., is also demonstrating that the office has a role to play.
The role of the office must be reconsidered or redefined, the main goal being transforming office space and office
time for socialization, creativity and innovation, collaboration and learning purposes. Therefore, the
architecture/layout should take these purposes into consideration, in order to encompass the new priorities, such as,
i) the large ‘meeting space’, ii) fostering informal relationships and cross-functional networking, iii) onboarding new
employees, iv) communication of strategic priorities, v) team-building and vi) the cultural center.
i) The ‘large meeting space’. The office space must be conceived as a hub of
open-spaces as well as large and small meetings rooms for diverse teams to
brainstorm and come up with new ideas for the business. It’s not only the
space that is required, but also a leadership style that promotes
experimentation and tolerance to error.
ii) Fostering informal relationships and cross-functional networking, not
only providing the space for task forces and other types of teamwork, but also
including customers or suppliers as important stakeholders for some activities,
namely co-innovation activities. The workflow and workspace designs must
adapt to a new era where people work more closely with machines.
iii) Onboarding of new employees. Special facilities to improve the entry of
new employees are needed, including new online applications that allow them
to learn about the organizational structure and main actors, at their own pace.
The physical presence of these actors is, however, important to better
transmit organizational strategic goals, mission and vision, as well as being
available to answer questions from these new organizational members.
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iv) Communication of strategic priorities. In this time of constant change and uncertainty, strategic priorities will
also evolve. The office space is the best theatre for CEOs and senior leaders to discuss strategic goals, changing
customer expectations, evolving employee interests, diversity and inclusion data and policies in collaboration with
the different teams. The layout must therefore facilitate interaction between organizational members at very
different levels and functions.
v) Team-building. Open spaces are known for allowing team members to easily communicate with each other,
creating an agile decision-making process. But team-building also involves feedback on individual and team
performance. Once again, managerial training is important, but also employee training on how to receive and give
feedback from and to colleagues, subordinates and supervisors.

vi) The cultural center. Office space is by excellence the mirror of how things are done in the organization. All
activities aiming at promoting collaborative and innovation efforts, at creating the agility in strategic direction, at
developing an entrepreneurial and small team spirit, at managing diversity to create an inclusive culture, are due to
occur in the office space. It is therefore the center where the organizational culture will be strengthened while
evolving.
The role of the People Management Department
The People Management function may have different names. From
Personnel Management it evolved to Human Resource Management
and more recently to People Management, People and Culture or
even People Operations.
At the heart of these changes is the evolving philosophy of
organizations. Organizations are not money-making machines, but
rather clusters of people with a mission, that have a main business
goal but also a responsibility towards a community, which includes
shareholders, employees, customers, society at large.
The People Management departments have the responsibility to contribute to the fulfilment of the organizational
mission, by being able to select the qualified people, to develop their competencies, to manage their performance
and to fairly compensate their work, so that these employees are engaged and committed.
When we discuss Hybrid Work as the likely new way of work, then the role of People Management is clearly at the
core of this discussion. In some sectors, we know that companies are making the call for a fully in-person model, such
as banks, and some of the ‘champions’ of the blended and remote model, such as the technological companies, are
also reinforcing the blended model with a significant share of in-person work. This is a strategic discussion that
People Management departments must lead.
Briefly pointing to some of the intervention areas, let me start with the assessment of the jobs and tasks that may
move to the hybrid model. Criteria such as seniority or hierarchical rank should not be considered, except on a
secondary basis. The main criteria tap on the tasks that can be done remotely. Most jobs have this type of tasks and
may therefore be done remotely in some periods of time, boosting employee motivation and engagement. Some
jobs may even be considered for fully remote work, such as programmers or call-center operators.
The balance between asynchronous versus synchronous work takes into consideration whether collective work
depends on the interdependence of the work. Individual flexibility cannot be achieved at the expense of team needs.
Asynchronous communication may increase but the requirement of synchronous collaboration forces the creation of
a set of rules for engagement for all.
A different and very important responsibility is training managers and employees for this type of work. It was
commented above that managers need to start behaving in different ways, and I highlight trust. When employees
become less physically visible, there may be a tendency to create monitoring activities and tools, that become sort of
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a Big Brother experience, which will destroy employee motivation and increase turnover intentions. On the other
hand, employees also need to be trained, not only in terms of their IT equipment and tools, but also on the
behavioral norms associated with the smooth integration of their work with the organizational needs. Predictive
analytics can identify employees likely to depart, flagging need for mentoring, new jobs, or advancement, to improve
satisfaction and engagement, decrease turnover and raise productivity.
Fair policies towards remote workers’ inclusion and career expectations are a ‘must have’. Inclusion of remote
workers in company events, in regular information and feedback sessions is key to guarantee that their value for the
organization is not forgotten. People Management needs to prepare the organization to work collaboratively across
boundaries – spacial, generational, national, functional or business.

Guidelines in terms of the time spent in-person versus remote are important to reduce ambiguity and stress levels
and to clarify the rules of the game for employees in the blended model. These should be flexible, so different jobs
may be included, but may, for example, establish some weekdays when everybody is expected to be at the office.
All in all, the role of the People Management department must be to assure the well-being of the employees, but at
the same time, be accountable for its impact, effectiveness and efficiency. This means to guarantee that the quality
of the organizational talent has an impact on organizational competitive success, that the policies are effective, ie,
they affect the capability (can employees contribute?), opportunity (do employees get the chance to contribute?)
and motivation (do employees want to contribute?) and that all this is achieved with the frugal use of resources,
such as time, money and labor.
Organizational culture

Like all other deep change processes, moving to a hybrid work model is bound to have an impact on organizational
culture. Several characteristics have already been mentioned before. The main ideas to retain is the creation of a
culture of increased trust from the managers. This implies not only creating an environment in which employees
have psychological safety to work remotely, but also the opportunity to experiment and innovate, and output control
instead of input or process control.
Additionally, hybrid work will impact on the way meetings are scheduled and participated. While some rigidity will be
included, the inclusion of these hybrid workers may be reinforced. Since cultural elements are often invisible, like
unwritten rules and organizational politics, making them more visible in the digital office space and through informal
digital communication may reinforce the cultural characteristics.
Conclusion

With the Covid-19 pandemic, we all learned that adaptability is required for organizations to survive in this context of
uncertainty and constant change. We also understood that the acceleration of communication technology allowed
organizations in many sectors to keep working and producing without major hiccups. The impact on environmental
sustainability (eg, air quality, CO2 emissions) was another positive side-effect, albeit likely to be temporary. Most of
all, we learned in practice the meaning of Resilience. Hybrid Work is, for many types of professionals in diverse
settings, how work will likely be done as the synthesis of change and resilience.

1. Grzegorczyk, M., M. Mariniello, L. Nurski and T. Schraepen (2021) 'Blending the physical and virtual: a hybrid model for the future of work',
Policy Contribution 14/2021, Bruegel
2. Alexander, A., Cracknell, R.,DeSmet, A., Langstaff, M., Mysore, M. and Ravid, D., (2021) What executives are saying about the future of hybrid
work, McKinsey & Company, May 2021.

3. McKendrick, J. (2021) Remote work evolves into hybrid work and productivity rises, data shows, Forbes, May 30 2021, in
https://www.forbes.com/sites/joemckendrick/remote-work-evolves-into-hybrid-work-and-productivity-rises-the-data-shows/
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How were the Portuguese non-profit
organizations really affected by Covid-19?
Understand how social organizations are dealing with the pandemic.
by Talita Feliciano,
Coordinator of the Social
Leapfrog Program at Nova SBE

by Inês Rola Pereira,
Manager of the Social Leapfrog
Program at Nova SBE

I

n a certainly simplistic version, the social sector
exists to tackle societal problems to which the
government fails to respond either due to lack
of resources, means or prioritization.

Non-profit organizations act to address this market gap
by reinventing themselves because, in this sector,
“scarce” are only the resources and never the will to
change the world.

Pandemic times we are living today have inevitably
amplified this gap and exposed social inequalities even
more crudely with the level of poverty suffering an
unprecedented increase. According to the "Social
Impact of the Pandemic – study ICS/ISCTE Covid-19" in
Portugal, out of the individuals who report a lot of
difficulty living with their income, more than 80% saw
their income affected because of the pandemic and 46%
confessed that they will no longer be able to pay basic
expenses. In addition, the Covid-19 Barometer survey,
from Escola Nacional de Saúde Pública, identified the
poorest population, the youngest (16 to 25 years) and
the least educated (up to the lower secondary
education) as the ones who lost the most income
because of the pandemic.
It is also important to recognize that non-profit
organizations have been as much or more affected by
the famous "new normal" than regular for-profit
enterprises. A study conducted in Portugal in 2020 by
the Data Science and Leadership for Impact Knowledge
Centers of Nova SBE analyzes the impact of the
pandemic on the social sector activities. With a total of
283 social organizations surveyed, it is highlighted that
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77% show a significant drop in revenues, with this
decrease representing more than 30% of revenues in
almost half of the organizations. This could be explained
due to the decrease in the provision of services, the
lower donations and fundraising activities, and the
lower monthly fees or quotas. Simultaneously, 45% of
these organizations suffered an increase in costs,
recognizing the acquisition of protective, disinfection
and safety equipment as the main responsible (40%).
More than half of the responding organizations were
forced to close the totality or part of their facilities and
only 20% at the time of the study were able to ensure
the provision of remote services, significantly
compromising their intervention with the beneficiaries.
As part of the Social Equity Initiative, a partnership
between Nova SBE, “la Caixa” Foundation and BPI, the
Social Leapfrog program works closely with social hybrid
organizations – i.e. organizations that combine a social
mission with the generation of own revenues to be
reinvested in its core – during a period of 3 years to
improve their impact and financial sustainability with
the support of Nova SBE's wider community, including
students, alumni, faculty, staff and partners.

Running since 2019, the program counts already with
two editions and a total of 16 supported organizations.
From the close relationship established with each
participant during these difficult times, three pressing
challenges faced in the first lockdown in 2020 may be
highlighted. First, the mandatory shift towards the
online space and digital tools in organizations that
depend mostly on the direct contact with their
beneficiaries brought a huge concern not only on the
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service feasibility and quality maintenance, but also on
the communication flow with beneficiaries, donors, and
partners. Another challenge was the financial, logistic
and, above all, emotional support required in the
remote team and people management, aggravated by
the fact that most entities were obligated to reorganize
and reallocate resources as needed. The third and last
challenge concerns the generalized uncertainty felt by
these organizations regarding several topics, namely the
long-term financial impact on its activity, the behaviour
of partners and donors during and after the crisis, the
not-so-clear government support measures for the
social sector, and the “when” and “how” to return after
the storm that, according to one of the organization
members, “would never be similar to the goodbye”.
Taking all these into account, the Social Leapfrog
program team pooled efforts to conduct recurring
meetings – named Juntar para Transformar, which
means “join to transform” in Portuguese – with the
group of 16 organizations where they were invited to
share their experiences and biggest concerns as a
community. At some point the meetings, which are still
taking place today, evolved to monthly sessions
dedicated to a specific topic – communication in times
of crisis, digital fundraising, financial best practices in
times of crisis, among others – counting with expert
guest speakers as moderators. Still in 2020, these
conversations ended up originating other activities
inside Nova SBE directed towards a wider range of social
organizations, such as the Social Ideation Bootcamp –
an intensive 3-day bootcamp in which students,

mentors and organizations got together to solve specific
management challenges related to the impact of the
Covid-19 – and the public online mapping of available
support measures to the social sector and other
initiatives in Portugal and abroad.
Despite the above-mentioned challenges, the Social
Leapfrog organizations were still able to recognize that
great changes came with this “new normal”. More
specifically, the increased need to prioritize that forced
organizations to focus solely on what is indeed crucial to
their activity (1); the changes in beneficiaries and
clients’ needs that led to new business and revenue
generation opportunities (2); and, finally, the
demonstrated flexibility and quick adaptation to the
online channels, proving that it is possible to be as much
or more productive and efficient in reaching the
community and driving social impact (3). In fact, based
on the previous study in which 283 social organizations
were surveyed, 86% state that this context has largely
served to accelerate the process of digital
transformation, recognized by 56% as a vehicle to
increase its social impact.
For as long as this market gap still exists, the existence
of the social sector is undoubtfully necessary and should
be supported accordingly. This is one of the reasons
why the Social Equity Initiative was created, to promote
the social sector in Portugal in the long-run, sketching a
portrait of the sector and developing research and
empowerment programs to support Portuguese social
organizations.

The 16 organizations participating in the two editions of the Social Leapfrog program are: A Barragem, Ajuda de Mãe, ARCIL,
ARIA, Associação Alzheimer Portugal, Associação Salvador, Biovilla, CECD, Centro Social de Soutelo, Cercica, Crescer, Just a
Change, Mezze, Semear, U.Dream and VilacomVida. Click here to know more about the program.
The studies mentioned in this article can be consulted in the Portugal, Social Balance report and Impact of COVID-19 on Social

Organizations in Portugal report.
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Turbulent period for internationalization
Disruptive technologies and other changes in political, social, cultural, and
demographical landscapes are defining a new path for internationalization.

I

by Diogo Mourão,
Marketing Director
at NJC

by Carolina Lopes
Pereira,
Principal at NJC

n this interview, we had the opportunity to sit with
Emanuel Gomes, Professor at Nova SBE, and to
understand his perspective on the internationalization
of companies in increasingly dynamic and turbulent
environments. More specifically, the goal is to understand his
take on how disruptive technologies and other changes in
political, social, cultural, and demographical landscapes are
leading firms towards a new path for internationalization, and
what is the role of emergent markets, such as Africa, Latin
America and Asia, in this new reality.

[Diogo Mourão – Interviewer] Thank you, Professor, for accepting our invitation to talk a bit about this topic. I’ll start
by asking right away, because Covid has been introducing so many cultural changes: the old-fashioned going to the
store or to the restaurant are being replaced by online shopping and ordering food from home, people are
increasingly working from home as well, etc. Clearly some businesses have been benefiting from these trends, like
Uber or Zoom, and these could scale up a lot lately; but how do you think this will impact other businesses, namely
the more “traditional” ones? How hard will it be for these to scale up and become global under such a turbulent
environment? How will these businesses adapt and what will they have to do to achieve such internationalization?
[Emanuel Gomes – Interviewee] I think it's an excellent question.
With regards to Covid, it’s just one amongst many other factors
that are disrupting the current global business environment. And
we have to use the word global in the sense that whatever
happens, wherever it happens, it has an impact elsewhere in the
world. I would say that the big difference between Covid and many
other disruptive events, at levels other than health-related issues
but rather technological or political, is that Covid has actually,
amongst all those various factors, been the one that has
accelerated change. Covid has imposed a rhythm that no other
factors had imposed before on society. Let's say it has accelerated
things by a decade of space. Hence, probably in 8 to 10 years’ time,
we would be seeing some of the trends more clearly, but with
Covid we have seen them taking place in 1 to 2 years.

Emanuel Gomes, Professor at Nova SBE

In terms of the businesses themselves, how do you perceive Covid and the changes it is imposing? Is it presenting
challenges? Is it presenting threats? It has had detrimental effects at all levels. In terms of health and human lives, in
terms of wellbeing, but also mental illness and many other societal problems, Covid is not a blessing at all. However,
the question is no longer whether it is a threat or a challenge, but how can we look at the environment in which we
are living and transform those threats and challenges into opportunities? Not just in terms of profit-making, but more
importantly opportunities to transform businesses to remain viable and sustainable, and also to improve quality of
life, wellbeing, and the conditions that affect a broader community of participants in the economy and societies.
[Diogo Mourão – Interviewer] Thank you. There's one thing that I would like to highlight, which is that you
mentioned that now the important thing is to analyse the impacts of Covid and understand what we can do.
Regarding that, do you think that the perspectives from new firms that are emerging and old firms, namely those
traditional ones, are alike or they will completely differ?
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[Emanuel Gomes – Interviewee] Well, as always, that is not just relative to the Covid period, but rather it has been
happening over the last few decades. You have incumbent firms, those firms that are established, and that have
survived the first year of their lives and did reasonably well – because, as you know, most start-ups collapse and do
not resist more than a year in the marketplace. Those that exist for a long number of years, it's because they've done
something well and some of which then end up growing and doing extremely well, leading entire industries and
sectors – those are the names that we are familiar with. But those established firms grow used to ways of doing
things, used to recipes for success, because that is why they've done so well. But they get so used to those recipes
that eventually they end up losing sight of what is emerging, what is the current environment. And “What is the
current environment?” is a good question, because what is today may be slightly or significantly different in a week's
time. What happens is that the environment is so fast-changing, and it is becoming so unpredictable, so complex, so
turbulent, that if those existing successful firms are unable to adapt and reconfigure their strategies, their business
models, their resources, their competencies constantly, they inevitably lose touch with the environment and lose the
fit they have.
So, your question was not only about those big firms established firms, whether big or SMEs, but you were asking me
about the newly emerging, the new entrants. Well, the big advantage of the new entrants is that they are entering
precisely now, and there's no way they can enter into an industry or business without being relevant to the current
environment. In that sense, they don't have as much of a preconceived idea of what is the recipe for success, but
they are rather concerned with breaking some of the barriers to entry, first of all, and surviving. I would only use the
word “surviving” really, as the environments are so hyper-competitive that it's no longer about sustainable
competitive advantage, but rather transient competitive advantage – what is being good today may not be
tomorrow. But eventually, further into the future, these firms may lose their alignment – like the incumbents. That is
why one of the fundamental questions for the new entrants, which would be “What is the business that you are
entering? What are you doing?”, is similarly vital for the established firms: “What business are you in today? Do you
have to change your current business? How much longer can you afford to continue?”. Only when you are able to
answer these questions, can you look at what I said before about transforming the threats, the disruptions like Covid,
into opportunities to do better, to add value, to do something different, and then capitalise on those opportunities.
[Diogo Mourão – Interviewer] Yes, and nowadays a trend that we see is that firms usually build upon new and
disruptive technology. They are entering the market specifically to fill a gap that is being left by the old ones. Do you
feel like, by doing this, they have it easier to become more international, global, and to take that from the old ones?
[Emanuel Gomes – Interviewee] Indeed, so many start-ups are
coming into existence precisely because the established firms
lose somehow touch with reality and are not satisfying certain
needs, or at least emerging needs. And because they fail to do
so, smaller new entrants identify those needs, and they come
straight to be able to satisfy those. That is one of the most
important takes when we talk about innovation and innovation
strategies. It's not just that the existing firms don't innovate or
are not technology prone, but rather that they don't understand
the need to change their businesses, to adapt and reconfigure
those businesses in order to meet new needs, new trends and
new preferences, from new markets and new customers.
Let's look at one example, about Uber. What is it that gave them this opportunity to enter the taxi industry? A
crowded, overly consolidated, saturated, overly competitive industry, with huge entry barriers in terms of scale,
number of vehicles, drivers, etc. It was precisely not a super innovative capability, which they have indeed, but rather
their ability to actually identify the need to provide a much more convenient and reliable mode of transportation for
passengers. With Uber, you know exactly when it is coming, where it is exactly, and then when it comes to paying
the bill, it's all electronically and automatically done. Also, for drivers, it's a nice extra source of income, you don’t even
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have to be a professional taxi driver to be an Uber driver. Hence, a multi-sided app that puts two needs (drivers’ and
passengers’) in one platform and satisfies those needs. And technology ends up being a means and not just the end.
Probably that explains why in Germany, for instance, Uber might not have been successful. Because MyTaxi, which
was an application that BMW and Mercedes developed for their taxis, was able to offer such convenience already
and reliable mode of transportation.
To finish your question, because needs, wants, preferences, etc are converging globally, it means that you end up
being able to tap into foreign markets as well, like the case of Uber. Not in Germany, but in many other markets,
including in Portugal, they were able to tap in very quickly, because those trends are converging globally. So, if you
end up satisfying a customer’s need in a certain country, because of the global convergence it's very likely that you
will be able to do well and satisfy those needs elsewhere as well. And if the need is not being met in 10, 20, 100
other countries, and if technology enables you to do so, and you can retail, distribute, etc using platforms and
expanding with low investments, why not? Why should you restrict yourself to your domestic markets? If those
barriers do not exist, then those firms tendentially go for it.
This is the case when we talk about born-global firms, which are precisely a new breed of small and medium
enterprises, new start-up firms, that are capable of identifying opportunity windows in a need that is not being met
by a big multinational, a big player. They try to be very customer-centric, focusing exactly on satisfying that unmet
need, and they go in with maybe a simple product, a simple technology, but they become very good at doing that,
better than the big sharks that try to do many other things. Because of that, they expand their businesses
internationally very quickly by transposing those business models and innovative technology across borders.
Something that also distinguishes born-globals is the fact that their founding managers are very entrepreneurial, very
proactive, and before starting their own business maybe they were working for a multinational themselves, which
means they already have their international network. Therefore, they are able not just to use technology to break
barriers, reduce the cost of communication, etc but they are also able to tap into their social capital in terms of
networks, relationships and contacts, which also facilitates and accelerates their ability to reach into foreign markets.
[Diogo Mourão – Interviewer] Still on this question of being global, and specifically about these foreign markets that
you mentioned. You said that there is a global convergence, and companies basically are starting to expand to other
markets in which needs are normally kind of aligned with the businesses they have. But then there are these new
emergent markets like Latin America or Africa in which needs maybe are a bit different from the ones that we are
used to, for example, here in Europe. What do you think is the role of these emerging markets in these conditions, in
these new turbulent times? And what opportunities do you think they present for new businesses?
[Emanuel Gomes – Interviewee] That's why I think there is a necessary
condition for firms to be able to tap into those markets, emerging
markets. Because I agree, though there is a convergence, it is not
taking place across all industries and even in those industries where it
is taking place, there are still significant or small differences between
markets, especially in emerging markets. So, we cannot take it for
granted and think what we've got can be deployed and we can grow
fast just because we are innovative. In strategy, there is a concept
developed by Yves Doz and Mikko Kosonen, an academic and a
manager from Nokia – Strategic Agility. Interestingly, me and two
other colleagues, we extended the idea to the international marketing
arena, and we developed the concept of so-called International
Marketing Agility. That precisely talks about this idea that, first of all,
some sort of agile logic must exist, by which you must have an open
mind and a nonconformity stance - you can’t assume that because the
world is becoming global you will be able just to transpose and take it
as it is. No, not at all.
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Together with that agile logic, you have to have agile learning, which means the ability to search and to interpret. So,
when you go abroad, especially to emerging markets, which may be significantly different from your home market,
your agile learning ability needs to enable you to interpret the language; not just the written and verbal language,
but also the cultural, the way of doing things. And by interpreting and translating it, not looking only with your own
lenses but being able to put other people's lenses, then there needs to be a sense-making process in order to see
what the real needs are, the similarities, and the big differences.
And finally, there should be a third component, agile actions, which is being able to respond to those needs. But
together with responsiveness comes flexibility, precisely what you were alluding to. So, let's not take for granted
that, just because we are technologically innovative, everybody will want exactly what we've got. You still need to
remain flexible and be able to make those changes and not assume that one size fits all. Of course, that also requires
commitment and requires a lot of coordination across borders, especially as you move further geographically.
[Carolina Pereira – Interviewer] Professor, as we are talking about
these new needs, these new behaviours that firms need to adapt to.
A major adaptation that firms need to go through as well is regarding
data collection, which is also related with technology, and so basically
companies will need to know their customers, their behaviours, their
needs. But this, however, can bring some issues regarding data
privacy, which in turbulent environments can be a problem, for
example, we have the case of China versus the United States of
America. So, do you think that this issue regarding data protection is a
barrier to internationalization, as some governments may raise barriers for sharing information of their population,
or do you think that firms will always find a way to internationalize and to go abroad anyway?
[Emanuel Gomes – Interviewee] You are quite right. Actually, as I was talking about the importance of agile logic,
agile learning, and then agile actions, I missed something that you've just touched upon. In agile learning, I was
talking about being able to interpret and the sense-making part of it, but I missed a key component of it, which is
search. So, the data you transform becomes information as you make sense of it, but the search needs to take place;
and definitely, as you move cross border, there are more difficulties in terms of being able to access data, collecting
data, and the process of doing so. Sometimes it's not whether you are able to do so but how, and whether you are
complying with the data protection rights, which differ across countries, regulations, etc. At least within the
European Union it's a lot clearer what you've got to do, but as you move to other countries maybe copyrights or
intellectual property might not be that well protected. In some cases, it's not whether they are protected or not, or
whether you can share the data access or not, sometimes it's just whether it exists in an organised manner. So your
question is: “How can I make some sense of it?”, “Where do I search in order to be able to get some information?”.
Fortunately, there is an increasing number of transnational institutions, like the World Bank, World Economic Forum,
and many others that are making a huge effort in gathering and collecting quality data, organising it and making it
accessible. And as they do it, they give us a good guarantee that this data is free of potential errors, inconsistencies,
etc. Not totally free, as there's nothing like perfect information, but at least there is a much stronger guarantee that
the information has been well collected, treated, processed, protected, has all the copyrights information, etc.
Hence, there is a lot more that we can access nowadays, and again technology is facilitating that – you can do a lot of
that by doing desk research, which is mostly free. I don't know if that's what you were alluding to. Did I answer your
question?
[Carolina Pereira – Interviewer] Yes, totally. You were talking about organisations that can help companies with
data. But also due to these technological changes and increasing competition, when companies go abroad, they try
to enter new markets through partnerships, rather than as a standalone business. Today, we also see a lot of social
and political trends, such as the Black Lives Matter movement. How do you think these social trends and political
trends can influence these types of international partnerships that companies use to go abroad?
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[Emanuel Gomes – Interviewee] Well spotted indeed. As a means
of minimizing the information asymmetry between your home
country and the host country, the destination country where you're
trying to do business, sometimes it's important to resort to players
who are part of that local environment, with which you are not so
familiar. Even if you search hard, you may not get some
information, and even if you get a lot of information, the process of
interpreting and making sense of it may be difficult. Therefore,
partnerships and collaboration with the local organisations,
individuals and players may be essential in that process and will
certainly enhance your agility – how quickly and how well you do it.
Now, in terms of the social movements that are taking place across the world, some of those social changes are in
some sense becoming increasingly global as well. So, for instance, movements that take place in one country that
you would think would be only characteristic of a certain geographical location – because of its own history, its own
culture – nowadays are becoming quickly global as well. In some cases, because there are some resemblances with
the place where those trends emerged, but in other places, even when there's less resemblance, the trends can still
be understood in some way and therefore they may also be adopted. So, I would say in that sense not just
technology, not just political, but also sociocultural aspects, movements and trends are definitely changing the way
of doing things. And you can see this as adding complexity to the process, because technology may be more easily
understood, the political dimension may be clearer, at least from a legal viewpoint, economic aspects may be, again,
more easily understood, but when it comes to sociocultural aspects, sometimes the sense-making process and
interpretation becomes a lot more difficult to make. But again, those firms that are able to do so are definitely
showing higher levels of international marketing agility by being able to make a lot more sense of data quicker than
others, and be more responsive, more flexible, adapting, and committing the necessary resources to be able to do
well in those markets as well.
[Carolina Pereira – Interviewer] And do you think this is different if we are talking about emerging economies rather
than developed economies? Since they are growing at such a fast pace, do you think these social and political trends
can change the way we tend to internationalize?
[Emanuel Gomes – Interviewee] Yes, they can. It is interesting because a few years ago, as I was teaching in the
classroom, I would say that the complex, fast-changing environments difficult to manage and to understand, were
emerging markets. Nowadays, it happens in well-developed markets – economically developed, with a legal and
political framework, well established and everything. Again, things are changing so quickly, and sometimes so
unexpectedly, that even these markets became dynamic and complex and turbulent. So, in that sense, I would say
that it's more the case that the complex environments are no longer considered to be emerging markets only, but
rather the whole world became complex, fast-changing, dynamic, hard to understand, and sometimes turbulent as
well in all those dimensions – social, cultural, political, and everything.
[Carolina Pereira – Interviewer] I have just one last question, which is related with something we discussed in the
beginning, because you said that companies do not try to internationalize anymore to gain a competitive advantage,
but rather to survive or to make sure they can still be profitable, let's say. So, do you think companies are only
internationalizing in a reactive way, in a way to deal with these turbulent environments, and not anymore in a
proactive way, meaning constantly looking to find new ways to increase revenues, efficiency, reduce costs, etc?
[Emanuel Gomes – Interviewee] I think we continue to see a mixture of both. Many firms are internationalizing in a
more reactive manner, so they receive a request, they are approached by a foreign potential customer, and
therefore they end up selling – that is definitely still very prevalent. In the Portuguese context, many SMEs still
operate in that manner, they are basically focused on their domestic markets, in trying to survive and do well there,
but eventually an opportunity emerges, and why not? On other occasions it is not that an opportunity emerges but it
is rather that the domestic environment becomes tough for some reason. For instance, in Portugal a few years ago
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there was no construction taking place at all, and therefore small and big construction firms were forced to go
abroad. So, in that way, they reacted to their local environmental conditions and they were pushed out to search for
business elsewhere – that still happens.
However, I would say that more and more firms are becoming more aware of the importance of being international.
Again, because of technology and this increase in convergence in all aspects – social, cultural, political, economic,
and so on and so forth – firms are becoming a lot more interested and at least alert to the threats, as well as the
opportunities, that other countries or cross border business will provide them. So, I think they are becoming more
proactive in that sense. Especially firms that are nowadays recruiting young, smart people that are really trained and
educated in their skills and competencies (analytical skills, access to knowledge, etc) – they are more interested in
doing it proactively, and not just doing it reactively. I think that's also because they are becoming aware that there is
no other way, in such a hyper-competitive environment where international new entrants are entering your home
markets. So you can no longer ignore, hide and focus on what you're doing in your small world, because if you do it
somebody else from abroad will come in and compete with you. And because of that, they also become aware that
“if others can come, we also can go and compete elsewhere”, and become a lot more proactive.
[Diogo Mourão – Interviewer] Thank you, Professor. So, I think that answers all our questions. If you want to leave
us with any final comments, something that you think is very relevant to mention still, go ahead Professor, but if not I
think we can close the interview here.
[Emanuel Gomes – Interviewee] No, I don't really have anything which would be to be added. Just to congratulate
you as well for the work you've been doing at Nova Junior Consulting. The willingness and availability, and ability as
well, to focus on your studies and learning as much as you can, but also to go beyond that and, despite the
opportunity cost, realising there is value in getting involved with initiatives like NJC, in contributing proactively to the
community, the student community and a broader community, companies and everything else. I think by taking that
proactive stance, as you deliver value for others, I'm sure you will be enriched as well – your knowledge, your skills,
your practical experience, your proximity with the business world will definitely be significantly enhanced and
improved. So, congratulations on that and thank you for doing such a great job in that sense.
[Diogo Mourão – Interviewer] Thank you, Professor. And thank you once again for your availability and for sharing
with us your thoughts on this topic. It was a pleasure.

If you find this topic particularly interesting, we suggest the following reading:
Gomes, E., Sousa, C., & Vendrell-Herrero, F. (2020). International marketing agility: conceptualization and research agenda. International

Marketing Review, Vol. 37(2): 0265-1335. DOI 10.1108/IMR-07-2019-0171
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Economics of bananas: a trade-off between
scale and diversity
How economies of scale standardized bananas and are killing this popular fruit.
by João Monteiro,
NJC’s Alumni

H

umanity is facing a global pandemic with
far-reaching consequences, but we are not
alone. Have you ever heard of Tropical
Race 4 (TR4)? Also known asPanama disease,
it is caused by a fungus that affects one of the most
popular fruits in the world: bananas. Like Covid-19, it
moves by “stealth transmission”, spreading rapidly and
before symptoms show up. When plantation owners
notice something strange, it is already too late to act.
Firstly, because by that time the field will be entirely
contaminated. And secondly, there is no known cure for
this disease, despite huge efforts from major fruit
companies and numerous scientists around the world.
As a result, during the last decade, the “banana
epidemic” exploded from Asia to Africa, and more
recently reached Latin America. The arrival of the
disease there was a critical milestone for two main
reasons: certain economies in South America rely
heavily in these exports, but also a major part of
imports from the rest of the world come from there.
Bananas are the most widely traded crop and the fourth
most important one in the world after rice, wheat, and
corn. Moreover, for many importing countries, this
bright yellow-fingered fruit holds the status of a staple
food, meaning a food that is eaten routinely and in such
quantities that it constitutes a dominant portion of a
population’s diet. This is especially true for more
vulnerable low-income groups since bananas are one of
the cheapest items available in the supermarket.
However, it was not always like this. In the end of the
18th century, bananas were considered luxury items –
expensive, exclusive, and primarily used in fancy
occasions. But prices were slashed, and within a few
years they became instead a fruit of the masses. This
was in part enabled by technology, namely advances in
refrigeration for food transportation that contributed to
prevent overripening during travel, hence facilitating
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commerce. Yet, the main reason lies in a concept that
we learn in the Economics 101 class – economies of
scale. The major fruit companies realized that they
could spread production and distribution costs over
more units if they increased output, making much more
money in the process.
But this seemingly easy decision came at a cost. While
there are more than 1,000 banana varieties in the
world, most of them are not appropriate for long
travels. So, these companies specialized in a single
variety with a large size and thick skin. Currently, they
use the Cavendish banana. This variety accounts for
around 50% of global banana production but almost
100% of the banana export market, meaning that nearly
every banana grown for export is a Cavendish. In fact,
there is even a more worrying implication: every
Cavendish banana grown is genetically the same as the
next one, as they are derived from identical seeds.

Biology tells us that genetic diversity should be a
blessing for any species, as they will be more apt to
withstand variable conditions – a similar logic to the
portfolio diversification effect in finance theory. When
you “put all your eggs in the same basket”, just like with
the Cavendish bananas, you augment the risk of
complete collapse. This explains the rapid spread of TR4,
as all bananas for export are equally susceptible to the
disease. The trade-off between scale and diversity is
clear here, as well as the consequences – the end of
bananas “as we know them” with serious welfare
implications for exporting and importing countries. So,
what can be done to solve this issue?
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Experts point out to three possible solutions. Firstly,
replace the Cavendish with a new variety suitable for
monocropping. In fact, Cavendish is already a
replacement to the first banana monoculture, the “Gros
Michel”. The initial monoculture was being attacked by
a previous variant of the Panama disease, and
Cavendish was identified as an alternative since it was
not affected back then. But the disease suffered natural
modifications and now Cavendish is also at risk of being
wiped out, so the same can happen with the next
replacement variety. This “quick fix” is not a long-term
solution because it does not tackle the root cause.
Secondly, embrace more diversity in banana exports.
For producers, the prospect of exporting several
different kinds of bananas would be a paradigm change.
For consumers, less standardization would mean higher
prices but there is also value in having more variety, the
same way as it is for other fruits – for instance, apples
and citrus. Yet, bananas could lose their status of staple
food in case of a price increase. Thirdly, use genetic
modification to make Cavendish resistant to the disease.

Scientists have already identified certain varieties
containing genes that confer resistance to the disease.
However, they do not have other features that make
Cavendish so suitable to travel well and be exported in
large scale. Alternatively, it is possible to transfer those
specific genes to the Cavendish variety using CRISPR, a
very targeted technique that was also used in the design
of the mRNA vaccines for Covid-19, such as the PfizerBioNTech. While genetically modified foods tend to face
suspicion from regulators and the public, this could be
the most clear-cut solution of all.
Epidemics tend to take advantage of the most profound
and advanced features in humanity. Exploring scale
economies in banana production allowed to turn a
luxury item, only accessible to certain wealthy people,
into the most widespread fruit in the world and
available to all, rich or poor. Now facing this killer
disease, it is time to find a “new normal” that can
change bananas forever.

[PS: This article is focused on the impact of scale economies in biological diversity, hence resulting in a simplification of how the
industry operates. In fact, externalized social and environmental costs also account for part of the price discount we observe in

supermarkets. This topic is addressed by the fair-trade movement, but it is out of scope given the article’s main purpose.]
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Solving Prisoner’s Dilemma
What consulting gives us the most and what we need to change

C

onsultants are taught to communicate using the Pyramid Principle, starting by
presenting the conclusions, with the main ideas and big numbers, and just then
develop the sub-ideas and arguments that supported the recommendations. As
any other consultant, I learnt it at BCG and now I continue to (at least try to) apply
it every day, since it is my best chance for the Minister to read my emails.
by Luís Rebelo,
Advisor to the
Minister of State
and Finance

To honour this principle (or because I don’t know how to write texts anymore, as I used to do
in high school), I will start by sharing right away with you what I consider consulting, and BCG
in particular, gave me the most, as well as what I would like to change in consulting, and in the
world in general. And then I may write a few sentences about my cliché story.
So, what I consider consulting gave me the most are the following skills:

1. Quickly entering in any topic, even if I knew nothing about it before.
• In fact, that’s what you do in consulting, mainly in your early career.
For this, it is crucial to ask the right questions – don’t be afraid of doing
so!
2. Taking notes and systematize.
• Yes, I’m serious! It is highly valued, not so easy, and not so common.
Just when I left consulting, I realized that most people are not used to
taking notes every meeting and that they will probably send a 10-pager
report when they were asked for a 1-page summary.
3. Communicating efficiently.
• This one is usually associated with doing pretty slides fast (at least in
memes about consultants), but in other contexts (not so slideaholic) it
may be mostly systematization, storytelling and confidence.
And now, what I would like to change in consulting, and in the world in general, is:
• Work-life balance and the Prisoner’s Dilemma most people (think they) live in.
o Yes, the world needs you, young soon-to-be consultants, to change it – and that’s why I’m writing this text. I am
not telling you not to go to consulting. By the contrary: I continue to believe consulting is probably the best place
for ambitious smart people to start their career. I just also believe it can be even better with your help!
o Do you remember the Nash Equilibrium’s framework?
▪ Imagine you have only 2 workers: A and B. If both A and B work a lot, they will succeed and have a payoff of
5 (successful career and money, but not so much time for other things). If A works a lot and B works well, but
not so many hours as requested, A has a payoff of 8 and B has a payoff of 2 (and vice-versa). If both A and B
cooperate, not being willing to work more than X hours, they will both have a payoff of 7 (successful career,
money, and more time for other things).
▪ A and B would be better off by cooperating (i.e. work in a demanding, interesting and successful job, but not
being willing to give up on personal/family time) than by working both a lot. However, A knows that B will
most likely deviate from it, so A ends in a worse position. Therefore, they end in a sub-optimal Nash
Equilibrium, where they both have a successful career, but not as much personal time as they would like to
(image 1).
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▪ In the example above, we would be in a typical Prisoner’s Dilemma, a said situation where the dominant
strategy is, indeed, not cooperating. Nonetheless, I don’t believe A is better in the situation where “he works
a lot and B doesn’t”, in which case they cooperate – even if A earns some more money or reaches the top
quicker, he is losing something more important. Consequently, we may argue we are not in a Prisoner’s
Dilemma and the hope for cooperation increases substantially (image 2)!

o A bunch of other things to keep in mind:
▪ Yes, things are less crazy than 30 years ago, but still not ideal – as you can learn from reading Factfulness,
you can be “better, but still bad”.

▪ No, it’s not a consulting-specific problem (even less a BCG-specific problem, which I believe to be the
strategic consulting company with the best work-life balance in Portugal). There are much worse areas (e.g.
investment banking) and even “normal jobs” suffer more from this than they should, as I could see when
working with different clients.
▪ Someone told me once that a famous economist predicted, a couple of decades ago, that progress would
make us more efficient and, consequently, we would work no more than 6 hours per day by now. That person
also told me why this economist was wrong: people did not maximize their utility function in order to the
variable “time”, but rather to the variable “money”.
▪ Yes, I am probably being both over-simplistic and naïve by referring to this Prisoner’s Dilemma framework
and by believing people may cooperate to move away from a sub-optimal point.

▪ Yes, I may probably receive the answer “it’s easier said than done”, especially because I worked in
consulting, I continue to work in a highly time-demanding job, and I will possibly go back to consulting in the
future. However, I would say I prefer to try, at least first, to change something from within.
As promised, I will finish with a few sentences about my cliché (but still true) story.
I joined Nova Junior Consulting in my first semester at Nova’s undergraduate program, was promoted to Director in my
third semester and to President in my fourth semester. This was obviously important to get in contact with consulting for
the first time, starting to develop some skills and then have some kind of advantage when applying to BCG.
After having my dream job as Teaching Assistant, during my Master’s at Nova, I was one and a half year at BCG, where I
not only learnt a lot – namely the skills I referred before – as I also had a great time and made some of my best friends.
After this time at BCG, I recently had the opportunity to join the Ministry of Finance as advisor to the Minister – an
opportunity I wouldn’t probably be able to embrace successfully without my experience in consulting.

Oh, I forgot to say: I have a lot of proof that the world is conspiring to make me happy!
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