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he story goes that Brian Chesky, the founder and

CEO of Airbnb, took a long time to choose his com-

pany’s first employee. He spent a good five months
T reading and studying thousands of resumes, perso-

nally doing hundreds of interviews.  believe that

choosing the first engineer is like laying down the
DNA of the company» Chesky said. He is still looking today for people
who believe in the company’s mission, and are convinced of the pro-
duct, its implications, and its future.

What does it mean to be an entrepreneur, albeit not in the strict sense
of the word? It means accepting the challenge of having a blank sheet
of paper in front of you, and not being afraid to write on it, day after
day. With the ink of passion, of the drive to do, of the determination to
make an impact and a difference. However, few companies and groups
are willing to open themselves up to this kind of challenge. As a general
rule, the paper is pre-set and the theme has already been written: bure-
aucracy and lengthy decision-making chains harness the spirit of those
who work there. We know that fostering a culture of entrepreneurial
responsibility in organizations as complex as our Group may not be an
easy task. Looking around, every single member of Maire Tecnimont
is aware of operating in different continents and climatic zones, in in-
dustrial areas as well as in the most remote of places. Fifty different
companies, diverse corporate entities working in synergy, an integrated
group exploring the new frontiers of the energy transition.

In order to maintain a fluid and profitable global presence and such a lar-
ge geographic scale, in addition to leveraging the vitality of local projects
and teams, our Group stands out because of the actual presence of an
entrepreneur who represents an on-going incentive to come up with ide-
as that address change and improve our performance. As you will read
in the next pages, in the article that reconstructs his professional history,
Di Amato is the example of an entrepreneur who has always taken on
great responsibility with passion and competence, reacting to change and
looking ahead without fear to grow.

Working in the group is truly thrilling: no one ever feels like a small cog
in the wheel, unless he or she wants to feel like one. Everyone has the
opportunity to make an impact, to feel like an entrepreneur in a network
of entrepreneurs. Ours is a business driven by the value of people, who
are at the center and are the engine of our industrial success. At KT-
Kinetics Technology, for example, a company of the Maire Tecnimont

Group with a strong technological background and keen
focus on its process design capabilities, we are challen-
ged to identify solutions and make difficult decisions un-
der conditions of uncertainty every day. Technological
skills, historical engineering and chemical know-how,
combined with an adaptability gained in the field, are
the key factors for achieving results.

All of our Mottos represent a different perspective on
the value of entrepreneurship: knowing how to meet
challenges, understanding the importance of individual
decisions, being adaptive and resilient, and fighting bu-
reaucracy. When we speak of “human capital intensi-

”»

ve” — referring to companies without bulldozers, ships,
assembly lines or presses — we mean an agile, flexible,
international business model. Especially in the sector
of natural resources downstream, which is increasingly
oriented towards a service industry linked to ingenuity,
digital transformation and the great added value of the

energy transition.

Perhaps anti-fragility represents the most modern concept
of entrepreneurship, and we are permeated with it. We
are chameleon-like and agile, as the motto “Be Adapti-
ve” aptly explains. Nassim Taleb — Lebanese philosopher
and essayist — uses an effective metaphor in his best-seller
“Antifragile”: Jdf I jump off a theater balcony at 30 feet, the
result would probably be to die or to get very badly burt.
But if I divide that jump into ten parts, they become ten
small three-foot jumps, and to carry them out I make use
of the same abilities that I use to walk as I normally do.
Trying and then trying again, failing and then starting
over, should be the foundation of entrepreneurial success,
but in some cultures, this is practically taboo. Instead, we
need to embrace failure as the key factor in success».

At Maire Tecnimont, we are able to see a potential op-
portunity in every roadblock we encounter. Here are two
examples. The first goes back to when KT, upon joining
the Group, lost the certainty of a driven market and a defi-
ned positioning. Instead of going astray, the company has
carved out a role for itself as a technology EPC contractor in
the refining sector, multiplying its turnover sevenfold and
tripling its personnel. The second example relates to the
double “black swan” represented by the pandemic. Maire
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Tecnimont had the vision to launch NextChem, a company
operating in the field of green chemistry and technologies
supporting the energy transition. NextChem has grown as
an internal start-up, in a market that no one had yet seen
or occupied, so today we are pioneers in this field, inter-
nationally recognized and involved in the construction of
facilities such as the world’s largest refinery for sustainable
aviation biofuels to be built in Grandpuits, France.

How do you infuse each team member with this amazing
spirit of entrepreneurship? And above all, how do you
pass it on to the new generations? Communication skills
and empathy: involve everyone in the project and, above
all, in the vision, which is nothing more than the mental
image of the result we want to achieve (how it will be,
how it will work and what it will produce).

I believe that an entrepreneur, a manager - as well as a
teacher or a coach - should not look for magic formulas
to instill motivation in others. What we can do is to help
people make the best use of their own resources in order
to achieve shared goals that are perceived as meaningful.
By spreading the culture of entrepreneurship through
our example, we can show the way, transmit passion and
know-how, and reveal the value of self-motivation. It is
obvious that with “You go first!”, you too must cultivate
the right passion to work with a team of motivated peo-
ple. Our actions, our results, our professional history are
more effective than a thousand words.

I like the definition “we must be the gatekeepers of the
goal” meaning the end result. I will not tire of talking
to our people, pointing out the way and touching

heartstrings. On the subject of “knowing how to make decisions”, it
was again Nassim Taleb who wrote that anti-fragility is what helps us
understand fragility better. Just as we cannot improve bealth without
mitigating illness, nor increase wealth without first reducing losses,
with the mechanism of anti-fragility we can provide ample guidance
JSor decision-making under conditions of uncertainty in business, po-
litics, and life in general. In whatever situation characterized by ran-
domness, unpredictability, opaqueness, or a partial understanding of
things, or wherever the unknown prevails».

In short, the entrepreneur is the one who, in the midst of difficulties,
first generates a vision. He does not wait until he has all the variables
under control: he starts out by believing, and along the way he builds
a path, a team with whom to align the vision. This is why Maire Tecni-
mont is not simply a company: it is our company!

Andrea Vena
Maire Tecnimont Europe Region Vice President
and KT Commercial Vice President
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THE VISION

oF ASTARTUP

Ithough companies are generally not
the ideal place to be a startupper, 1
personally believe that it is possible
to become an entrepreneur within
an organization despite the difficul-

ties I've described, without starting

your own business». Roberto Battaglia, head of HR
Corporate & Investment Banking at Intesa Sanpaolo,
is the author of “Startupper in azienda”. In this very
enlightening essay — released in early 2021 — Battaglia
argues that in order not to dissipate hidden potential,
we must allow people to give unsolicited advice and
take the liberty of “coming out of their shells”.

On the first leg of our journey to learn more about the
areas and tools that Maire Tecnimont Group and other
companies are relying upon to design their future as
third-millennium businesses, we started out in the same

«IT1S NOT TRUE THAT WE NO LONGER
NEED MANAGERS. WE NEED MORE
INSPIRATIONAL LEADERS.

TO UNDERSTAND HOW TO UNLOCK
THE HIDDEN ENTREPRENEURIAL
POTENTIAL WITHIN ORGANIZATIONS,
WE ANALYZED THE WORK OF SIMON
SINEK, ROBERTO BATTAGLIA AND ERIC
RIES. DISCOVERING THAT CUSTOMERS
DON'T BUY WHAT YOU DO, BUT WHY
YOUDOIT.
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way as with previous issues. That is, by analyzing the editorial work
of authoritative experts who are convinced that the culture and prin-
ciples of entrepreneurial management can transform companies into
organizations capable of promoting long-term growth. And in doing
so, take advantage of all the opportunities of the 21st century. To-
gether with Roberto Battaglia’s thoughts (that we will delve into in a
separate interview on the following pages), scattered here and there
you will find some extracts from “The startup way” by Eric Ries and
from “Find your why” by Simon Sinek.

Eric Ries is an entrepreneur and creator of the Lean Startup metho-
dology, popular in the business sector and adopted by people and
companies from around the world. With his previous book “The
Lean Startup” from 2011 (translated into Italian with the title “Par-
tire leggeri”) Ries has sold more than a million copies and has been
translated into more than thirty languages. Having gained experien-
ce at companies like GE and Toyota, in “The startup way” Ries ap-
plies the secrets of Silicon Valley to established companies in every
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industry, explaining that today every one of us should
be in “startup mode”.

In “Find your why” Simon Sinek — a marketing consul-
tant and author of several books on the topics of commu-
nication and leadership — asserts that to inspire others it
is not enough to explain what we do. We have to make it
clear why we do it: <The economic culture — tells Sinek —
is changing: people are not buying what you do, but why
you do it. Finding the reason for our actions is the key to
personal fulfillment at any level, from the boardrooms of
large corporations to the bearts of young people who are
looking for work». For Sinek, feeling fulfilled is a right,
not a privilege. «We all bave the right to get up in the
morning feeling motivated to go to work, and to return
bome at night feeling a sense of accomplishment for what
we have done». The secret to achieving this kind of sati-
sfaction lies in the ability to understand exactly why we
do what we do.

An English writer and essayist, Simon Sinek has done
extensive work on the way young people approach the
world of work. His target audience is indeed the Mil-
lennials — people born approximately between 1984 and
2000 - and the summary of his theory became famous in
an interview a few years ago, in which Sinek explained
that young people tend to believe everything is owed to
them: They are not bappy, they are always missing so-
mething. Too many of them grew up under the influence
of failed parenting strategies, because they were always
told they were special and could bave anything from life.
When they get a job and arrive in the real world, in an
instant they find out that they are not special at all, that
mom can’t get you a promotion, that if you come in last,
they don’t give you a medal and that it is not enough just
to want something to be able to get it».

Being raised in a world of instant gratification, accor-
ding to Sinek, does not help: Want to buy something?
Just go on Amazon and with one click it arrives the next
day. Want to watch a movie? With a login you no longer
even need to consult the film listings and time tables.
Want to watch a TV series? No need to wait for a new
episode every week, just watch them all back-to-back.
However, this system of instant gratification does not
work at your job, nor does it belp you create stable rela-
tionships in your life. There is no app for it, just a slow,
obscure, unpleasant, messy process. In other words, to
leave a mark you need patience, as you cannot get to the
top without taking care of the mountain. Learning to be
patient is the key to accepting yourself more, and the fact
that some falls (or even failures) will be part of the jour-
ney. With the belp of a work environment that knows
how to appreciate it, — concludes Sinek — patience is a
soft skill that is worth centering your attitude around>.
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FALLING IN LOVE WITH A PROBLEM

The internal entrepreneur (intrapreneur) needs an
enabling environment to take the plunge and emerge. An
open environment needs to be created that allows people
to start something, test, fail and learn. To have the space
to “stumble” into problems that need to be solved, even
if they are not their own. It takes a culture that allows
people to mind each other’s business. It must be possible
for everyone to fall in love with a problem and know that
they will be allowed to learn about it, challenge it and sol-
ve it, making something new, something original.
[Roberto Battaglial

A SENSE OF ACCOMPLISHMENT

When happiness is only tied to what we do for ourselves,
it becomes transient. The sense of accomplishment that
comes from doing something for others is the one that
lasts over time. The problem arises when there is no ba-
lance between the pursuit of happiness and the pursuit
of a sense of accomplishment. It is not a matter of philo-
sophy; it is a matter of biology.

[Simon Sinek)

THE ENTREPRENEUR’S DILEMMA

Aditya Agarwal — who was at Facebook when the com-
pany grew from 10 to 2,500 employees, and is now vice
president of engineering at Dropbox - explains his view
of the entrepreneurial dilemma: «One of the reasons it’s
hard to build new things in larger companies is that
people don’t have a mindset of “My job is to learn new
things”. The mentality boils down to “T'll get good at
doing a certain thing and I'll keep doing that”. But this
means replicating a structure that becomes antiquated
over time: the craft improves, but does not progress».
[Eric Ries]

ALTHOR OF THE NEW YORKTIMES BESTSELLER

ERIC RIES

THE
STARTUP

WAY

How Modern Compariiées Use
rial Management to
Transform Culture & Drive Long-Term Growth

HUMAN RESOURCE OR MACHINERY?

An effective organization is a community of human bein-
gs, not a collection of human resources. A “human resour-
ce” of a company is still technically a factor of production:
but treating it in the same way you would any other raw
material or machine does not do justice to the true essen-
ce of what we are all trying to bring to the surface.
[Roberto Battaglial

Roberto Battaglia

PREJUDICE AND BARRIERS

There are many prejudices that hinder the development
of an entrepreneurial culture within companies (intra-
preneurship). Prejudice that feeds on an immunity to
change, that erects often invisible barriers to protect
organizational silos and people who’s pride is wrapped
up in their specialization and self-importance. What are
the main prejudices? That intrapreneurs are lone wol-
ves. That only creative people become intrapreneurs.
That the best approach for management is not to deal
with the intrapreneurs. That innovation labs are the
best place to accommodate intrapreneurs.

[Roberto Battaglial

INNOVATING FROM NEED

The goal of The Lean Startup methodology is not to
save on production, but to produce innovation only if
(and when) users need it. If a proposal for innovation
is not immediately accepted by the market, it is just a
waste of time and resources and therefore should be
quickly abandoned. That is why, to innovate, it is better
to start from the needs of the user.

[Eric Ries]
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FAILURE FOR BREAKFAST

One day, in a meeting with managers from a traditional multinatio-
nal corporation, I was distracted by a mug resting on one of their
desks. The mug had “Failure is not contemplated” written on it. I
immediately thought that in the startup world, no one could ever
have a cup like that: it would have been ridiculous. I thought about
the most successful entrepreneurs I know: on their mug I would
have seen something along the lines of “I eat failure for breakfast!”.
[Eric Ries]

START WITH THE WHY

Knowing your WHY does not mean you are automatically able to
communicate it: most of us are used to communicating through
WHAT. It’s like learning to ride a bike; it feels clumsy at first.
Starting with WHY is no different; once you figure out how to do
it, it will become natural. When they ask us “What do you do?”,
we add our why. My answer might be, I partner with leaders who
want to create organizations where people come first (WHAT).
I am convinced that if a number of companies do what we are
doing, we will be able to change the world (WHY)». What matters
is that you find a way to tell others who you are and what you
are fighting for.

[Simon Sinek]

DONE IS BETTER THAN PERFECT

As Mark Zuckerberg says in his famous manifesto: <Iry to build the
best services over the long term by quickly releasing and learning
from smaller iterations rather than trying to get everything right all
at once. We have the words “Done is better than perfect” painted
on our walls to remind ourselves to always keep shipping».

[Eric Ries]

MAKING MONEY DOESN'T TAKE YOU FAR

There’s a slew of companies whose only goal is to make money,
but that doesn’t mean that’s their WHY. “Making money” is not a
way to pursue a higher purpose, it’s just an outcome. Organiza-
tions that indicate how an outcome is achieved as their WHY, are
almost never nice places to work. Thinking only about profits will
work in the short term, but that success won’t last over time. Those
companies can’t hope to generate the same loyalty, trust, and inno-
vation as an organization pursuing a higher purpose.

[Simon Sinek]

STRATEGIES | EVOLVE

A STARTUP OF 75,000 PEOPLE

Zhang Ruimin — founder and CEO of Haier, a multi-
national consumer electronics company - distributed
the 75,000 people working in the group into over four
thousand independent micro-businesses, made up of
no more than 10-15 people each. «Our agglomeration
— Ruimin says — is a 75,000-person startup where each
micro-enterprise can, in absolute autonomy, make de-
cisions, hire talent and distribute compensation. Within
this framework, teams act competitively». There are
two striking elements of this approach: first, that every
action must translate into the logic of the market, and
second, that the remuneration policy’s center of gravity
should shift from the top management to the client.
[Roberto Battaglial

NOT EVERYTHING IS MEASURABLE

It would be wonderful if the business world were go-
verned by scientific laws, but unfortunately this is not
the case. Although some elements are predictable and
measurable, the life of a business is often determined

by unpredictable and intangible factors. The WHY is
the tool that can make what is confusing clear and what
is abstract concrete. As soon as a company formulates
its WHY, its corporate culture becomes more concrete
and it becomes immediately clear which choices are the
right ones to make.

[Simon Sinek)

FIN

A PRACTICAL GUIDE FOR DISCOVERING
PURPOSE FOR YOU AND YOUR TEAM

You

DA

Quotes extracted from:

* Roberto Battaglia, “Startupper in azienda”, Egea
« Eric Ries, “The startup way”, Penguin Books

« Simon Sinek, “Find your why”, Penguin Books
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ow has the Covid-19 experience changed the way
in which people working at various levels of an
organization can express their abilities to the
H fullest? Is the idea that ‘work is an opportuni-
ty for expression, and therefore for innovation’

still intact or should it be rethought differently?

The obligation to work remotely during the pandemic has had many
important collateral effects on the way we work. However, the new
context with its many limitations has allowed us to discover alternative
ways of doing things. In my opinion, this is what obligated everyone
to rediscover unexpressed resources, both of a personal and an organi-
zational nature. The issue of seeing work as an opportunity to express
one’s full capabilities has always been a crucial one, and is sometimes
influenced by organizational, environmental, and cultural conditions.
Once this emergency is over, there would be little point in re-proposing
or even seeking the “old” normality of the past. In light of the experien-
ce of this past year, I am convinced that the very concept of innovation
must change in meaning. Less constrained within pre-established sche-
mes and more able to leverage the skills that are often hidden in the
folds of organizational structure.

Speaking of talent, you wrote something very interesting: me-
diocre talent needs directors, great talent needs enablers. You
also argue that «talent is not enough and there is no such thing
as luck, as talent is not formed, it is challenged». To avoid wasted
resources and help people find their “why” how should busines-
ses and HR rethink the way they manage ideas? How much room
should be left for experimentation? How much trust should be
placed onto the insight of employees?

I am convinced that businesses, and those who are responsible for
people in general, need to take a stand on this. The tendency to mi-
cro-manage has always been a trait that occurs in organizations from
time to time, implemented particularly by managers who were unable
to manage things without having direct and visual control. I do not use
the past tense by chance, because if there is one word that characte-
rizes this year and a half spent quite far from the traditional workpla-
ce, it is precisely the word “trust”. We all had to give our employees
more room for autonomy, since in many situations they were no longer
physically present in their usual workplaces. Today, businesses have

an urgent need to rethink their approach, to address
this new and often indecipherable picture we are fa-
cing. So, we need experimental approaches in which
the contribution of people is fundamental. It’s a way to
leverage latent talent, leading to the establishment of
a new pact between the company and its people. This
not only speeds up innovation processes, but forms the
basis for changing the underlying culture to make one’s
own business an even better place to work, where trust
is not a temporary concession induced by events, but a
fuel able to increase the vital thrust to re-imagine the
world that imminently awaits us.

The focus of this issue of EVOLVE coincides with
the theme you addressed in your book “Startup-
pers in azienda”: not just the company, this is your
company. In companies there are often people with
entrepreneurial qualities, but they are rarely able
to emerge. In addition to the aforementioned spa-
ces for self-expression created by companies, how

INTERVIEW WITH ROBERTO BATTAGLIA,
TRANSFORMATION LEAD IN THE IMI
CORPORATE & INVESTMENT BANKING
DIVISION OF INTESA SANPAOLO,
AUTHOR OF “STARTUPPER IN AZIENDA”.
«TRUST? IT 1S NOT SOMETHING TO BE
TEMPORARILY BESTOWED ACCORDING
T0 CIRCUMSTANCE, BUT A FUEL THAT
CAN GIVE US AN INVIGORATING PUSH
T0 REIMAGINE THE WORLD AHEAD.
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should people - in order to express their potential
- be prepared to occupy these spaces? How much
commitment and courage does it take to overcome
the fear of being judged?

If the company is willing to create these spaces authen-
tically and not episodically, we’re already halfway there.
At this point, people have two options: either to remain
in passive observation (missing many opportunities for
growth) or to “come out of the closet” and use them. Ta-
king this step certainly takes courage and commitment
because the idea of going beyond one’s mandate is not
culturally shared by everyone in an organization. Com-
panies today, especially those that are highly structu-
red, are faced with the issue of how to make the talents
that inhabit them visible. The people who are pushing
from the bottom to catch the professional elevator are
asking for just that, but the strategic top management
also needs it to lead company growth in new ways.
Therefore, we must look at this as a mutual endeavor:
on the individuals’ side not worrying about feeling ju-
dged, and on the corporate side learning not to judge
with the traditional approach.

When you talk about a “toolbox” for turning pro-
blems and challenges into concrete solutions, what
are you referring to? Can you give us some examples?

The toolbox I'm talking about is made up of ground
rules for managing the space of self-expression and of
tools based on methodological approaches such as De-
sign Thinking and Lean Startup, as is the case with the
experience we have been conducting for the last four
years at Intesa Sanpaolo. Understanding them not only
allows you to apply their experimental, repetitive, agile
and concrete characteristics to your work, but also to
use a common approach for problem analysis, identi-
fication and validation of possible solutions. However,
in addition to this, there is a much more pressing issue
that must first be addressed when considering the laun-
ch of initiatives such as these; namely, defining the level
of ambition and, most importantly, choosing a model
of intrepreneurship consistent with the goals the com-
pany intends to pursue. Therefore, my advice is most
definitely to invest in understanding the tools because
they create the conditions to generate mastery and a
mentality applicable in different professional contexts,
while keeping in mind the overall goal of the project.

Who is this so-called “intrapreneur” and why is his role important?

An “intrapreneur” is the employee of the future because he or she
embodies all of the characteristics (such as initiative, risk-taking, ima-
gination, collaboration, networking, resilience in the face of failure,
etc.) that are increasingly becoming the skillset of the people who
will be (and ideally should already be today) in charge of guiding the
various branches of the company. This is important not only for its
managerial implications, but also because it can create the conditions
to give organizations a new form, one tied less to a hierarchy that we
inherited from the Fordist factory and increasingly to a network com-
posed of intelligent junctures that leverage autonomy and collabora-
tion, unlocking all of the existing potential within.

One last question from backstage. Your book is very unique, not
only in its content but also in its graphic structure, designed for
multi-level reading. In writing it, was your intention to address
only CEOs and managers? And if - as you said - it is not merely a
“display of expertise”, what has it actually become?

I didn’t only think about corporate decision makers, although they re-
present an important target audience. I also thought about the people
interested in revealing and enhancing their hidden potential to try and
change their own professional destiny along with the destiny of the
organizations for which they work. I have, in fact, recently discovered
another type of reader: young people who, instead of learning how
to launch a startup, want to learn how to think and act in an entre-
preneurial way in their search for future employment. The dialogue
that I have engaged in over the last few months with entrepreneurs,
managers, professionals and young people, has taken the direction I
had envisioned for this book: to offer my contribution to the debate
on how companies and their people can best equip themselves to
meet, with awareness, the complex challenges of this period that we
are now living and the ones that soon await once this emergency has
come to an end.

Roberto
Battaglia

Transformation Lead of Intesa Sanpaolo’s IMI Corporate

& Investment Banking Division.

Battaglia has gained significant experience in the field of Personnel,
Organization and Innovation at several banking companies.

In the last years of his professional career at Intesa Sanpaolo,

he directed the initiatives Group Training and the Culture

and Development of Innovation within the Innovation Center.
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" UNHINGED

ACCORDING TO MARCO BENTIVOGLI, ONE OF THE
LEADING ITALIAN EXPERTS ON LABOR ISSUES AND A
KEEN OBSERVER OF THE DIGITAL TRANSFORMATION,
THE PANDEMIC HAS GIVEN A SHAKE T0 OLD
BUSINESS MODELS, THE MANAGEMENT SYSTEM,
AND THE WORLD OF PROFESSIONAL TRAINING.
ACTING AS A DIFFERENTIATOR BETWEEN DYNAMIC
COMPANIES AND STATIC ORGANIZATIONS.

Marco
Bentivogli

Marco Bentivogli was General Secretary of the Italian Metalworkers’
Federation (FIM CISL) until July 2020. After more than two decades
of union activity - in which he followed important industrial disputes
(FCA, Alcoa, llva, Whirlpool) and the negotiation of the metalworkers’
contract - Marco Bentivogli, together with Professor Luciano

Floridi, created the Base Italia association in September of last

year, a civic start-up for the promotion of community participation
and engagement, a laboratory for studies, and research on work,
assistance, safety, health, education and training, environment, finance

and the economy. With the objective of developing and promoting

the diverse potential of the country, his writings are regularly featured
in numerous newspapers (Foglio, Repubblica, Fortune, Sole240re)
and he has written many books, including «Abbiamo rovinato I'ltalia?
Perché non si puo fare a meno del sindacato» (2016), «Contrordine
Compagni, manuale di resistenza alla tecnofobia», «Europa, non
rimanere da solal», «Fabbrica Futuro» (all from 2019). The latest
publication is from 2020: «Indipendenti: guida allo smart working».
He is a member of the Commission for the development of a strategy
for Artificial Intelligence and of the Working Group of the Pontifical
Academy for Life on the same subject.

MODELS

be tragedy of the pandemic? It soun-

ded the alarm for those who bad not

yet understood that work bas chan-

(( T ged, and that completely new analyti-

cal categories are needed to shape

the new context». Not a man who su-

gar-coats his words, Marco Bentivogli is one of Italy’s

leading experts on labor issues and has gone down in

union history as the main proponent of the revolutionary

program Industry 4.0. EVOLVE met with him to take

stock of Covid’s impact on businesses and to identify

solutions to retrain human capital in the context of an

entrepreneurial culture. What emerged in the interview

was that in the wake of the pandemic only a pressing di-

gital transformation will force the manufacturing system

to accelerate the adoption of 4.0 technologies and the
need for more advanced automation systems.

«T'he lockdown, the closures, the remote working — explains
Bentivogli — have exposed some vulnerabilities previously
unknown to businesses. If we look at the management of
agile work (common spaces, distancing, smart working)
we must understand that we are faced with a great chal-
lenge of sustainability to take back our lives, our time,
our space and build a better work environment. The re-
lationship between manager and worker must be redesi-
gned around the theme of trust, as it is no longer based on
physical presence and the number of bours of service, but
on the results obtained. The concepts of autonomy and
freedom bave begun to replace the traditional culture of
“control”, which is still prevalent in most companies to-
day. Let’s face this process of innovation in business and
in the organization of work, cities, and life without delay:
if everyone joins together in this challenge, we will achie-
ve first a cultural and then an organizational change».

In his book “Indipendenti: guida allo smart working”
published in August 2020, the author highlighted the ad-
vantages of agile working without, however, overlooking
the dangers of its misuse: «Smart working is “smart”
work because it values reciprocity and transfers shares
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of responsibility and freedom to people, promoting their well-being and
productivity. But the Coronavirus emergency is presenting a unique di-
vide, a crossroads of great transformation: the changes that Italy has not
yet been able to fully grasp rest especially on the digital innovation front.
However, smart working does not only concern workers: it will change
business enterprise, mindsets, bierarchies, and organizational practices.
From being a mere opportunity, it bas now become an urgent necessity».

In the corporate landscape, the watershed effect has made it clear that
there was a different level of resilience between those who acted qui-
ckly, anticipating the changes taking place (this is the case for the Maire
Tecnimont Group, which began talking about smart working in 2016,
and was ready with an already tested flexible technological model) and
those who always tend to wait for events to unfold before moving and
changing. Bentivogli says: «Between ready and not ready, many com-
panies bave quickly come around to the idea of setting up new inter-
nal control rooms to manage crises. Starting to work on vesilience and
stability will prevent potential disruptions and roadblocks, both along
the supply chain and in the actual production area. In recent montbs,
the pandemic bas accelerated the research and development of cloud
solutions, artificial intelligence, blockchain, augmented reality, and IoT
(the Internet of Things). In Asia, where the second wave bad less of an
economic impact than in the West, companies made a major technologi-
cal acceleration to maintain governance of their supply chain and not
be overly dependent on that supply chain. Multinationals like Hyun-
dai, Kia, and Toyota realized it was time to stock up for the restart: this
bas allowed them to not be affected by shortages of raw materials and
components (such as microchips), thus avoiding production stoppages.
Across the board, acceleration bas occurred even in sectors that were
Jar removed from digital technology: I'm thinking of companies still ma-
naged according to a Fordist model, based on the paradigm of control.
Fortunately, the whole idea of productivity is changing, and people are
starting to invest based on what’s known as “cognitive engagement”.
We’re seeing a shift in organizational culture as a whole, where bie-
rarchies are being reconstructed according to the changing workplace.
By organizing different spaces for smart and co-working, the company

becomes the place that generates and nourishes those
things that are necessary to appreciate and empower the
identity of the worker: specifically, freedom, responsibili-
ty, autonomy, trust. If these ingredients are missing, it’s
like making pizza without flour...»

It is precisely the Internet of Things that provides gre-
at support for remote industrial work, with benefits for
both staff members and the technicians on the front line.
dn Nokia Italy - says Bentivogli - until a montb ago it
wasn’t just the majority of employees who were in smart
working. 95% of lab technicians working on new 5G
equipment could also work through a remote technical
workstation. The most sensational case is perbaps the
one involving some Chinese mines. Last September we le-
arned that in Henan, located in central China, even mi-
ners bad started to work without descending into the tun-
nels, guiding machinery from a distance with a system
based on 5G telecommunications. Obviously, everything
changes for a miner if be or she can start working from
protected and sanitized workstations, maintaining so-
cial distancing and being able to replicate the original
Jfunctions with command levers and control panels, like
a joystick... The work bas gone from being extremely stre-
nuous to being much more sustainable, even from a phy-
sical point of view».

Humanistic work and
community enterprise

The words of the former general secretary of metalwor-
kers suggest that the most important game in the are-
na of international capitalism of the last few decades is
being played out. The pandemic has forced everyone to
reflect on a radical change in the culture of bu-
siness, aware that the facade of operations no ))
longer stands up to the real and urgent need
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to improve production realities. «t’s like it is

with sustainability - says Bentivogli - superficial

makeovers or normal updates are too often mi-
staken for “process innovations”, and they are not enou-
gh. As Jared Diamond wrote in bis “Guns, Germs, and
Steel,” I think that there can be no innovation without
discontinuity, because effective innovation processes are
very ‘disruptive”, and with a gradual approach there is
no real change. And as I often say, in a job with “increa-
sed bumanity” you need an “industrial bumanism” to ac-
commodate this kind of professionalism. What do I mean
by that? Treating people as adults, allowing them to be in
an environment that is conducive to meeting challenges,
doing in-depth work in a productive context of respon-
sibility and autonomy, and on that building social rela-
tionships within the community. After all, what is it that
sets us apart from robots, machines and algorithms? Our
buman component, of strategic, critical, lateral thinking:
all those very buman and innovative abilities that enable
us to break out of the usual patterns».

The topic is guided by the rediscovery of the “Com-
munity Enterprise” as an element of productivity: the
company that knows how to rediscover itself as a com-
munity, knows how to connect the dots, to coordinate
its own internal energies without wasting them, and
protect its human assets better than others by enhan-
cing their roles and increasing the quality of distribu-
ted tasks. <Workers’ participation in company strategies
- adds Bentivogli - is an issue that can no longer be
put off. Just look at Northern Europe, where manage-
ment not only listens to sharebolders, but also records
and analyzes the voices of organized labor: in the end,
everyone understands that it is a win-win game, whe-
re both managers and employees grow in their sense
of entrepreneurial belonging to the organization that
welcomes them. There is research, such as that carried
out by the Max Planck Institute, that attests to the im-
portance of shared participation: where top managers
and internal unions work together, growth and qua-
lity of work increases. It is obvious: the union is less
demanding because it is informed, it is not forced to
learn from the newspapers what is happening in their
own company. The meeting point between business and
organized labor is bigher. Employees and managers
feel as responsible as sharebolders, not only in terms
of sustainability, but also on financial and industrial
issues to keep the company competitive and therefore
profitable in the marketplace».

In Italy, the idea of community enterprise had alrea-
dy started to take shape in the 1950s with the ideas of
Adriano Olivetti. «Can industry give itself goals? Are the-
se goals to be found merely in the profit index? Isn’t the-
re something more inspiring than the apparent rbythm

of factory life, like a mission or a calling?». These are the words Olivetti
affirmed in his speech to the workers at the inauguration of the new

plant in Pozzuoli in 1955. Words that can be traced back to an ideal of
enterprise capable of addressing the problems of man and society diffe-
rently from capitalism and socialism. A company that was able to create
a unique relationship with the territory and with the workers through
the substantial sharing of the aims of the factory’s work and by fully
trusting in the contribution of every woman and man, nourished by the
same spiritual and cultural values. In Olivetti’s perspective, it is about
the central role of the person and the community. Bentivogli adds:
«Our entrepreneurs and managers should rervead what Olivetti wrote,
drawing inspiration from the French pbilosopher Jacques Maritain or
other thinkers such as Emmanuel Mounier and Denis de Rougemont.
On those pages is the full extent of the “meaning” we give to work, of
the motivation that drives us to go to the factory or office each morning,
to do our job to achieve team goals. Even then, it was understood that
a serious company cannot create a true sense of corporate community
if it continues to focus only on economic incentives. It is the company
climate that makes the difference, the attention to relationships and so-
lidarity, the possibility of giving young people and the talented, of all
ages, new dynamic opportunities rather than closed and constrained
patbs. I bave clear evidence that the younger generations are accruing a
new approach to work: they value commitment and merit, feeling like a
personal brand playing within a larger team, with a unique vision and
mission that gives meaning to everyday life. This is another reason why
the individualistic community perspective is still the most advanced».

A final facet uncovered by the pandemic is the backwardness of both
the school system and most models of vocational training. Amid an
increasingly rapid process of change, Marco Bentivogli’s key concept
is one of the most useful recipes for ensuring that innovation does not
leave any victims behind: the subjective right to training. «Someti-
mes, to get the debate going, I argue that ignorance should be taxed.
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1t is just to empbasize bow the subjective right to trai-
ning should be included in all employment contracts,
even the shortest ones, as a true right of the people. Let’s
put aside, once and for all, the old systems of professio-
nal classification with outdated tasks that are no longer
applicable to the workers of the third millennium. We
are incorporating elements and opportunities to instill
greater cooperation, where people understand that wi-
thin a team there is a clear path for their own growth.
Where moving from tasks to profiles serves little purpo-
se, you must set aside job descriptions and profiles, and
instead build three-dimensional models that reach out
to each person. Not only that, but is it cost-effective to
push workers toward internal competition? These are
outdated dynamics which do not generate passion but,
on the contrary, depress energy. Only if we “empower”
buman beings, even with large, effective re-training
projects, can we belp people avoid ending up among the
“cast-offs” of progress, and instead become the center of
their own transformation».

Bentivogli testifies that the debate is open on how to
generate new training and learning models. And ho-
pefully, as Fordist production dynamics are giving
way to industry 4.0, ones that are not one-size-fits-all,

| EVOLVE

but tailor-made for individuals. «Our school system is outdated, and
our vocational training is still tied to Fordist thinking. When I go to
Confindustria I feel like tearing up those training catalogs: it's not like
going to a pizzeria and choosing ‘digital skills” or “professional wel-
der” from a menu. It is a process that needs to be adapted to people and
the method needs to be turned around to start with an assessment of
people’s skills: there are digital systems available today that can assess
the positioning of a resource up to several times a year. After that, the
analysis of training needs will be used to fill the gaps and place people
in customized paths. When all of this is put into practice and matched
to the business strategy, we will then be able to determine bhow to offer
training in line with our times».

There is still plenty of time to talk about educational re-skilling, a
topic as critical as the previous ones. «We cannot ignore the need to be
adaptable to people- says Bentivogli - If I take a 64-year-old “young
man” and throw bim back into the classroom for training be will have
a very hard time, even if the training is of good quality, because be
bhasw’t sat bebind a desk for 45 years... In Italy we are struggling to
understand that educating people with these methods is ineffective. In
order to retain talented people and managers who still bave a lot to
give, we must not steer them onto a dead-end path, but make them
feel they are in a place that will belp them grow and acknowledge the
skills they bave acquired. The proof is in those areas where the gene-
rational shift bas been traumatic: let’s take the so-called “white” sector
of household appliances. After the two generations that built the em-
pire, the third squandered it because it found itself caught between
two antiquated fronts: on the one hand there was the old centralized
bierarchical model of the family business that was little inclined to de-
legate; on the other, a business school model that does not fully prepare
students to run our medium-to-large enterprises. The final outcome?
An organizational short-circuit that adapts neither to the market nor
to the competition».

One then wonders if companies with non-linear growth - like the
California start-up model, with a Data-Driven approach — will replace
the traditional ones altogether. «Not necessarily — Bentivogli concludes
— because the challenge is to graft “smart” elements without distorting
our corporate heritage. Taking our cue from agile, competitive orga-
nizations that know how to bhandle innovation and are ready for the
winds of change, we need to observe and borrow some models of gover-
nance and internal bierarchy. At that point we will better understand
bow the flexibility of managers becomes a real strength for the firm
itself. A base from which to diversify business and influence the entire
ecosystem in a positive way. Chrysler and Fiat, which belonged to Lee
Iacocca and Gianni Agnelli, can now merge partly due to the fact that
in a short time they will no longer be just car manufacturers. The main
business will be in the services that transform the car into a platform,
through data and connectivity, as Tesla has already done - on account
of this new experience for car travelers. The industry is evolving, brin-
ging together the mechanical and the digital, with one certainty: the
bit will still smell of mineral or synthetic oil for many years to come».
So why research and invest only in engines and accessories, when the
“pilot” of a green self-driving vehicle will, in the meantime, be able to
devote his attention to a thousand other things?
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" tTHe MOLECULE

OF ENTREPRENEURIAL

VISION

hen its curve of value converges

with that of its competitors, a com-

pany will likely be trapped in the

W red ocean of cutthroat competition.

In fact, it will try to beat competi-

tors on the basis of price or quality,

forgetting about the demand - suggested by the au-
thors of the best-seller “Blue Ocean Strategy” — that
defies strategic logic and traditional business models:
«What factors that have never been offered and are
unknown to my industry should be created? What to-
tally new sources will it take for my company to create

value for stakeholders, generating new demand and
allowing for strategic pricing?».

Thanks to the summer weather and an unusual loca-
tion - the terrace of the Group’s Roman headquarters
— we began an interview full of strategic ideas on the
vision of the company with the CEO of Maire Tecni-
mont, Pierroberto Folgiero. Entrepreneurship is the

anti-bureaucracy. In an organization that has the right
culture, everyone acts as if they own the company.
In this regard, the creation of NextChem is a perfect

example of entrepreneurships. ACCORDING TO MAIRE TECNIMONT CEO
PIERROBERTO FOLGIERO «THERE IS
ENTREPRENEURSHIP WHEN A “COLLECTIVE
PERSON" IS FORMED AND TAKES OWNERSHIP
OF THE COMPANY, GUIDING IT BEYOND
BUREAUCRACY AND ANY FEAR TO CHANGE,

IN OTHER WORDS, BEYOND ITS COMFORT ZONE
Pierroberto Folgiero, Maire Tecnimont TOWARDS GROWTH THROUGH INNOVATION>.

and NextChem CEO and MD
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You have outlined the “mythological” figure of the
entrepreneur-manager on more than one occasion:
half “dreamer” half “doer”. Which direction is it all
right to move in, in order to infuse the two identi-
ties with each other?

The entrepreneur and the manager are two figures are
both complementary and indispensable figures because
the first must follow his impulse to open up the new
roads he has imagined, while the manager will have
to find the best possible way to organize the processes
and the team to efficiently achieve the shared objecti-
ves. It is a combination of the managerial discipline of
those who have studied organizational models, and the
concrete experience of the entrepreneur who has faced
a thousand battles in the field. However the entrepre-
neur is quintessentially a unique and original individual,
who must transfer vision and spread a certain amount

STRATEGIES | EVOLVE

of courage to the managers to tranform that into action. There is entre-
preneurship when a “collective person” is formed and takes ownership
of the company, guiding it beyond bureaucracy, beyond any fear to
change, in other words, beyond its comfort zone towards growth throu-
gh innovation. When this happens, when in periods of uncertainty and
difficulty the top management and the team are able to increase what
I call the “managerial intensity”, that right mix between courage and
concreteness, then we are in the presence of a high level of entrepre-
neurship. When I reflect upon this at Maire Tecnimont, I associate it
with the launch of the corporate Mottos, which began in around 2015,
a period when managers put a great deal of passion into metabolizing
these entrepreneurial suggestions, were able to share them with their
teams and turn them into concrete actions».

Mottos as a compass placed at the center of a company that is lo-
oking towards the future. Is it from there that we can start to defi-
ne the characteristics of entrepreneurship?

«All of our MOTTOS represent a different perspective on the value of
entrepreneurship: being able to meet challenges, valuing individual de-
cisions, being adaptive and resilient, fighting bureaucracy and be in love
with complexity. We are talking about a great exercise of participation
in the business process, including participation on a psychological level.
If the common denominator is indeed entrepreneurship, then it is useful
to define its characteristics. With this in mind, a manager-entrepreneur
will need to start by having a concrete vision, which is the first of the
three pillars. A vision that looks beyond one’s own comfort zone, one
that drives us to understand what lies beyond the obstacle and to over-
come the existing situation. If a manager-entrepreneur frees himself
from the fear of constraints, he will be able to see scenarios that not
everyone can see because they are complex to imagine to reach».

Then there are the other two characteristics.

The vision needs to be shared and then, of course, executed with its ro-
ots put in the ground. Sharing the vision is never an easy task, becau-
se you need to involve and co-opt the people around you, colleagues,
employees, collaborators, technicians: everyone must try to imagine an
identical point of arrival. If a leader, starting with the vision, knows
how to get people to follow him, he will gain charisma and will find
a larger and larger group that will start walking with him. But then
there must be concrete realization: if a vision remains unexecuted, it
is only a philosophy... The manager-entrepreneur sees the hard parts,
shares challenging goals and turns them into action, thanks to his or
her courage and management skills. In essence, he charts a direction,
establishes a shared course, and sets off to sea. There is nothing more
exciting for those in our profession than to see a thought transformed
into action: it is the power of the example».

That’s why, as one of the Mottos goes, every micro-decision counts.
That’s exactly right. The success of an organization, especially complex
ones that operate in multifaceted markets like Maire Tecnimont, depends
on along series of sub-objectives and tasks that must be “atomized” and sha-
ped as decisions. The more the results depend on a great number of actions
that must be synchronized and aligned in their vision, the more
crucial widespread entrepreneurship becomes. In our industry, ))
where you start with a large critical mission that becomes a sum
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of critical activities, to achieve the goal of excellence you need to

know how to develop, attack, confront, and discharge the vision

with a sense of entrepreneurship. By spreading the entrepreneu-
rial mindset, we know that the phrase, “every micro-decision counts”, is
not a meaningless thought, but a strategic way of living the company, of de-
aling with difficult decisions, uncertain conditions, and challenging goals.
It’s what Chairman Fabrizio Di Amato and I call the “sacred fire” of living
entrepreneurship. The great thing is that this passion for challenging go-
als is a character trait that sets us apart and makes us recognize each
other. In our business, when faced with a crossroads between an easy or
a difficult path, between a submissive or an ambitious choice, between a
prudent or a courageous attitude, we already know that we have to proce-
ed in the most uncomfortable direction. Also, because at that point there
won'’t be a person to show you the way: where there is widespread entre-
preneurship, all managers - even without talking to each other — know,
within themselves, which direction will be the right one to take».

You have stated that a true entrepreneur is one who knows how to
share success. Is this another step?

The entrepreneur is quintessentially
a unique and original individual.

dt’s the next step of the three pillars I mentioned earlier: sharing suc-
cess means aligning everyone’s interests. When we started with the pha-
se of engaging our human capital at Maire Tecnimont, we provided to-
ols and projects to facilitate the sharing of business results. Within the
group there is an overall vision where entrepreneurial thinking guides
the whole dynamic of the company, up to the sharing of results. It’s true
that we’re usually rather demanding of the manager-entrepreneur, who
will have to answer for a project by taking calculated risks: however, it’s
also true that in the end there’s always a system of rewards. Is there ever
a risk without a reward? That is unlikely, just as a risk-free reward doesn’t
make much sense... From the emotional standpoint of participation for
success, there must be room for reward systems: if we do not compen-
sate risk-taking, the loop will never come full circle. To cite one example
(others will be explored in more detail in the interview with Sara Frassine,
publisbed on page 18), our Employees Share Ownership Plan, which in
the three-year period 2016-2018 had an adherence of more than 96% of
the employees involved, is a concrete project to share company benefits».

Where does the bureaucratic approach fit into this discussion?
«At the opposite end of the spectrum of entrepreneurship. That distinctive
way in which a manager shies away from constraints and obstacles in the
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company is the exact opposite of what we are talking about.
The bureaucrat operates on the assumption that the com-
pany always belongs to someone else, freezes in the face of
unreceived input, and always blames circumstances beyond
his control. Are you familiar with the Mandarins? In imperial
China, officials tried to sign as few documents as possible
to leave no trace of their responsibility. The vision of the
top management didn’t matter so much: the bureaucrat has
his own vision, knows perfectly well how things should be
done but uses his skills in reverse, to do nothing and
leave everything as it was. Though it must be said that,
in my experience, there is no form of bureaucracy that
blocks an entrepreneur from thinking and acting. When
the entrepreneur is caught up in the game of bureaucracy,
he reacts by shooting. In a game of bocce, when things
start to go wrong, the bureaucrat is the one who leaves the
balls on the ground because he is afraid of making things
worse, while the entrepreneur is the one who “rolls”. With
a direct and energetic move, he turns the game around!».

Getting back to rewards, those who embrace the
“Ride the Turnaround” logic receive their just
rewards. What happens for those who are struggling
to get into the flow?

«The theme “leave no one behind” is a core spirit that
we live out every day, in every way. It would be a bia-
sed view that provides rewards for only those who are
“doing well” and does not address those who may be
having difficulties, as happens in all professions around
the world. In opposition to the bureaucratic approach,
we have developed a very conscious culture of feedback,
that of returning constructive observations when results
haven’t been achieved. Every business theorist knows
that performance is often represented by the Gaussian
distribution: alternating ups and downs. Statistically, for
every over performer in a medium-large sample, there
is an under performer, so in the “low” moments of the
life cycle it is necessary to draw on the source code
of resilience, the hormone that we put into circulation
when we were able to play on the attack. This is part of
what is known as a company’s “immune system”, a cru-
cial issue that acts as a watershed when you’re forced to
retreat on defense due to increased instability».

In the time of a pandemic, what do we need to focus
on in regard to human capital?

«As I was saying, in the “Mediterranean” spirit of enterpri-
se, the Anglo-Saxon culture of feedback has struggled to
emerge, more for ideological reasons than anything else.
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ntrepreneurial management is a le-

adership structure designed speci-
(( E fically for the uncertainty that cha-

racterizes the 21st century». Eric

Ries, entrepreneur and creator of
the Lean Startup method as well as the author of
“The Startup Way”, previously mentioned in the first
pages of this issue, talks about a discipline created
to help leaders cultivate an entrepreneurial attitude
for themselves and their teams.

EVOLVE regularly dedicates articles and interviews
to the themes of Human Capital and Accountability.
In collaboration with human resources and manage-
ment experts, we have told stories of large projects
and investments that required goal-oriented (and te-
am-spirited) task forces. Each challenge corresponds
to the commitment and contribution of a multitude
of people, each with their own specific skills and
professionalism, and their own original talent.

We know that to be an entrepreneur in a network of
entrepreneurs, and thus create shared value, it is not
enough just to have a group of people working to-
gether. On the contrary, it is necessary to activate and
encourage mutual collaboration, orienting it towards
the achievement of common objectives. But that’s not
all: we must be able to take it one step further, pro-
moting innovation as a value. Making people, the true
protagonists of the evolution underway, the promo-
ters of change capable of making the process concrete

THE PHRASE “ENTREPRENEUR IN A NETWORK
OF ENTREPRENEURS” CANNOT SIMPLY BE
REDUCED IN MEANING TO ‘A GROUP OF PEOPLE
WORKING TOGETHER', THEY ARE NOT EQUIVALENT.
SARA FRASSINE, GROUP DEVELOPMENT

& COMPENSATION HEAD OF DEPARTMENT,
RETRACES THE STRATEGIES AND PROJECTS THAT
PROMOTE THE INDIVIDUAL AND WIDESPREAD
“ENTREPRENEURIAL" CULTURE AT MAIRE
TECNIMONT. AWARE THAT INNOVATION CANNOT
BE SEPARATED FROM PEOPLE, THE HIGHLY
INNOVATIVE APPROACH IS HELPING TURN NEW
CHALLENGES INTO OPPORTUNITIES FOR GROWTH
AND DEVELOPMENT. WITH GREAT RESPECT FOR
ROLES, RESPONSIBILITIES AND OBJECTIVES.

and effective. «Maire Tecnimont bas always put its people first, awa-
re that challenges can only be met by pooling the energy of indivi-
duals, with the kind of engagement that makes them feel part of the
company community» explains Sara Frassine, Group Development
& Compensation Head of Department. «Over the years, we have lau-
nched numerous initiatives to maximize everyone’s contribution to
the Group’s success. Some examples that come to mind are the trai-
ning courses on offer, the Employee Performance Commitment (EPC)
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assessment process, the Employees Share Ownership Plan and the

program Be Adaptive! These are all initiatives stemming from the en-
trepreneurial vision and innovative spirit of our Group».

Innovation is expressed by choosing cutting-edge technologies and
designing advanced business models and processes; it is therefore
impossible to conceive of it as being distinct from and independent
of people. Undoubtedly, the success of a multinational group can-
not be achieved without the contribution of each individual - an
entrepreneur operating in a network of entrepreneurs - and the par-
ticipation of those individuals in meeting company challenges. «Re-
cognizing merit and skill is the backbone of our growth - continues
Frassine - as well as the involvement of our people in the shared effort
and commitment of achieving ambitious goals. In 2016, this aware-
ness prompted the company to launch the groundbreaking initiative
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of the Employees Share Ownership Plan, also proposed
Jor the three-year period 2020-2022, which provides
employees with the opportunity to receive Maire Tecni-
mont shares free of charge, subject to the achievement
of predefined objectives». The plan, which has been en-
thusiastically embraced by the company’s personnel,
has seen continued adherence in more than 96% of the
employees involved over the three-year period from
2016 to 2018. «The near-total adberence to the new
Plan in 2020 - with peaks of 100% in India - bas sur-
passed the success of the first edition of the plan. Our
people are our greatest asset, generating value through
their skills, knowledge, and technical and professional
abilities. But motivation and commitment to current
and future strategic challenges also play a decisive
role, as does feeling part of a single project that aims to
achieve common goals».

Training, both specialized and transversal, is a tool
that can guarantee levels of operational excellence and
the continuous improvement of skills. Sara Frassine
explains: «Developing the EPC evaluation process in
the various Group companies has allowed us to spre-
ad common values and strengthen a positive feedback
culture aimed at growth throughout the years.
Based on the analysis of the needs expressed
in interviews with managers, we are offering
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In this roundup of best practices on corporate entrepre-

neurship, there is also the issue of being adaptive: the
world, technology and the way we conceptualize space
and time are, in fact, changing rapidly. «Our CEO has
repeatedly explained - says Sara Frassine - that digital
technology should be experienced as an opportunity not
only to redesign processes, but to offer the market the
know-bow that facilitates change. On the other band,
digital transformation is successfully changing busi-
ness models and the structure of the value chain: I am
referring to the impact on processes, organization and
corporate culture. Since 2016, we have incorporated
smart working, choosing a highly innovative approach,

| EVOLVE

and launched the Be Adaptive - Think Tank ideas competition to en-
courage the extensive and immediate involvement of our people in this
new experience: employees were given the opportunity to present, ei-
ther individually or in groups, a business case on the introduction of
Agile Working. The participation of more than 150 colleagues and the
presentation of 58 business cases provided the first real confirmation
of the validity of the adopted approach to involve and engage people in
the transformation process».

Our people are our greatest asset,
generating value through their
skills, knowledge, and technical
and professional abilities.

The onset of the pandemic has confirmed the viability of Maire Tec-
nimont’s flexible model. We had projected its effectiveness during
the pre-test phase of the technology and geared the model towards
maximizing each person’s ability to operate autonomously and achie-
ve the results required of them. The entrepreneurial spirit is stren-
gthened by the prospect of choosing the most effective work format,
whether in person or by remote, - concludes Frassine - which encou-
rages responsibility and initiative in managing assigned activi-
ties, as well as belping to reconcile the demands of one’s professional
career with one’s private life. Every employee has been allowed to
mamnage bis or ber own workday, under the guidance of bis or ber
supervisor, and to choose the most suitable place from which to carry
out the work they must accomplish. In this case, the use of the term
people-oriented strategies is quite appropriate. It became very cle-
ar during the most critical montbs of the bealthcare emergency that
agile thinking was already widespread throughout our organization:
this awareness bas been a great support, both internally and to all
our stakebolders. We will continue to invest our focus on new initiati-
ves such as digital transformation, innovation of knowledge creation
and dissemination processes, fully aware that these areas will beco-
me increasingly interconnected. And the more effective these new ini-
tiatives are, the more people will continue to be active participants».
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AT THE AGE OF 19 HE STARTED WITH 3 EMPLOYEES,

TODAY HE IS AT THE TOP OF A GROUP OF 50

COMPANIES IN 45 COUNTRIES AND OVER NINE

THOUSAND EMPLOYEES. FABRIZIO DI AMATO

IS THE EXAMPLE OF AN ENTREPRENEUR WHO Con receiving his “Honoris Causa’
INTERPRETS ENTREPRENEURSHIP AS TAKING fesrce in Chomieal Engincering i
ON RESPONSIBILITY AND SHARING GREAT U overcome with ehn;(ition' Crossing
CHALLENGES. med after Nobel PrtizZ vaifler?ero Git?liot l\fatf:,t lillietheahezzrl;
of the Milan Polytechnic Institute, Fabrizio Di Amato
saw the ideal timeline of the entrepreneurial path that,
as a young 19-year-old at the helm of a small company,
led him to become president and main shareholder of
the Maire Tecnimont Group.  have always considered
it important to go where other professionals did not:
looking for new borizons and creating new niches in
the market» Di Amato explains to us today, recalling

the “Blue Ocean” theories and the great industrial de-
velopment of Italian engineering.

The story of the number one at Maire Tecnimont is a
personal one, full of entrepreneurial flair, intelligence
and expertise that has been put to good use in a coun-
try that has benefited from a human capital of excel-
lence, despite its limited amount of underground na-
tural resources. Jf I think back to my first few years, I
remember starting out as an outsider in an industry
dominated by long-established companies and consoli-
dated business. My search was for uncharted territories
that did not yet exist in the business world. But in the
wake of the great changes that took place in the 90s, we
realized that new areas of the market were opening up».
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An overall vision looking ahead
to the future

To analyze his entrepreneurial vision properly, we need to take a step
back. Back to the time when, as a boy, Fabrizio Di Amato gathered
some work experience in a small plant engineering company during
the summer. < was 17 years old — he says, smiling — and I belped in
the office, on the construction site, and in supplier relations. I did a
bit of everything, but I bad an excellent predisposition for following
economic and financial trends». Studying and working in the same
company, Di Amato acquired many skills: at the age of eighteen the
owner at that time asked him to lead a team of 20 employees. Jdt was a
great school — he recalls — I was flattered by the offer, but it did not cor-
respond with my intentions, because I had a different idea. I told bim
that I would be opening my own company, but if he wanted, I would
work for bim as a subcontractor. And that’s bow it went. At the age of
19, 1 formed a de facto company, and from there my adventure began».

As Giuseppe Berta, professor of Contemporary History at Bocconi
University, maintains (we will discuss his essay “L'enigma dell’im-
prenditore” in a separate article), entrepreneurship, which comes
from the term “imprendere” meaning to take a risk, has often been
characterized as the driving force behind the economic process. For
this reason, the key value for every Maire Tecnimont employee to-
day is entrepreneurship as an assumption of responsibility. In establi-
shing the typical features of great entrepreneurs — their behavior as
well as their values — business historians summarize three ideal cha-
racteristics: the “engineer”, the “businessman”, and the “financier”.

Linked to the same number of spheres of economic
action: the job market, the product market and the fi-
nancial market.

Acquisitions
and meritocracy

Supported by a sense of entrepreneurship lived as a
vocation and destiny, since 1983 Fabrizio Di Amato has
always reinvested everything, acquiring small compa-
nies in search of expertise. f you want to grow — he
explains — you must always be focused on your goals,
bave a clear direction to follow and at the same time
seek the best among those skills, both technological and
buman, that you need most to develop. Those that you
do not bave available internally, you must know bow
to bring in from the outside. As I did when we started
expanding our technology portfolio: you bave to start
by identifying technologies that are adjacent to your
business. And the same is true when you bring peo-
ple into your company: you must always convey clear
objectives, lay out a path, but do so from a perspective
of meritocracy. We need to run slowly, moving forward
while guaranteeing long term stability».

By the arrival of 2000, Di Amato (whose company, in
the meantime, already had about 20 million in reve-
nue and 400 employees) chose to change his strategy,
deciding to focus on large engineering and contracting
firms. The acquisitions of first Fiat Engineering and
then Tecnimont demonstrate the objective of bringing
together the enormous unexpressed potential and in-
ternational profile of these companies, in a sector that

»

risked being taken over by foreign investors
(with inevitable reductions in employment
and the loss of both expertise and associated
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activities). Jntegrating Fiat Engineering and

Tecnimont was a real injection of confidence

and entrepreneurial energy, to the benefit of
organizations unaccustomed to competition. By tran-
sforming them into companies capable of competing in
the market, we paved the way to building a group of
excellence capable of operating abroad and, as a ge-
neral contractor, of managing increasingly important
and complex projects all over the world, developing an
increasingly technology-driven approach. Before I lan-
ded on Fiat Engineering, I scouted many Italian com-
panies in the general contracting sector. But I always
ran into the same problem: most of the time the finan-
cial situation of the companies from the construction
sector was precarious, while those from the enginee-
ring sector showed a more solid performance and were
more international. When the Fiat crisis began to ma-
nifest itself, those activities less related to Fiat’s core
business of automobiles, which included Fiat Engine-
ering, were put on the market. It seemed to me to be
the right opportunity, but it was not easy. It was even
difficult to get a meeting in Turin. I still remember that
when I introduced myself, I found a group of Fiat ma-
nagers sitting around a table. The one who was at the
bead of the table looked at me and said: Before you sit
down, do you bave the money...? Fiat Engineering was
much bigger than us: its revenue was over fifteen times
greater than ours. The negotiation was very tough, and
in the end, we agreed on 30% initial Fiat participation
with the commitment that after three years they would
be completely out. Ultimately, things went better than
planned, and in light of the following acquisition, we
completed the transaction after just one year. It was
the most difficult transaction I've ever made. And also,
very brave. Having always kept the plant engineering

activity separate from other personal business endeavors, I bad the

opportunity to contribute to this important acquisition thanks to pro-
ceeds from divestments and other income. Going from 200 people to
1,000 was not an easy feat. But we succeeded».

The acquisition of Tecnimont, once an engineering division of the
Montedison Group, was the second important step in the Group’s
growth. The company was active in the construction of large indu-
strial plants all over the world, especially in the petrochemical sec-
tor. It was heir to the great Italian tradition of industrial chemistry
that dates back to Giulio Natta, the inventor of polypropylene.

«My goal was to internationalize: Tecnimont, thanks to the great com-
petence of its people and its presence in many countries, was the ide-
al platform that bad to remain Italian. This was also a very complex
acquisition, evaluated as one of the most important m&a operations
in Italy. Today Tecnimont is a world leader in the execution of polyo-
lefin plants with a global market share of 30%. At the same time, it
bas expanded its business to refining, to the entire gas value chain
and progressively to the energy transition and green chemistry. In
the acquisition process there was no colonization of the buyer over
the company that was bought out, but rather an enhancement of the
distinctive internal skills according to a merit system. A method that

N° 7 - JULY 2021



| EVOLVE

I bave always adopted in all acquisitions. By betting
on the right people>.

To obtain Tecnimont, Fabrizio Di Amato and his team
had to defeat the competition of a major Japane-
se company. The Confindustria of those times, led
by Luca Cordero di Montezemolo, also played an im-
portant role. On the other band, the risk was that the
country would lose first-rate engineering skills, and I
wanted to get to where we are now, among the first in
plant engineering for the transformation of bydrocar-
bons. After Tecnimont I tried to make contact with Eni
to acquire Snamprogetti: but after an initial approach
their strategy changed and they decided not to sell».

The fact that Di Amato developed all three characte-
ristics of the entrepreneur is a fundamental factor in
his case, especially the financial aspect, which succe-
eded in establishing a strong nucleus of technical and
commercial know-how. Di Amato confirms: «What was
one important step? I met some enlightened bankers
who, without knowing me personally, assessed and
appreciated this industrial project to create a major
international engineering player, and the fact that
I was contributing with my own capital to the tran-
saction as well as my commitment as a long-term sha-
rebolder. The natural resources transformation sector
where Maire Tecnimont operates is for the most part
comprised of public companies, and people outside of
Italy are not used to seeing an entrepreneurial figure
bebind it all. But when they come to realize, it beco-
mes a further guarantee. I had developed a good re-
lationship with the banks due to the creditworthiness
I bad acquired over the years. They knew that I paid
regularly, as I had demonstrated throughout my entire
entrepreneurial bistory. In fact, I bave always believed
in the financial solidity of bolding companies which I
believe must be well capitalized with their own resour-
ces, so that, if necessary, they are able to intervene in
support of the operating companies, as I needed to do
in 2013».

By endowing the Group with entrepreneurial tenacity
(necessary to keep the rudder straight), a willingness
to look beyond limitations and the ability to integrate
insight and skill, in 2013 Fabrizio Di Amato completed
its management reorvganization process with the hi-
ring of a CEO. d know many entrepreneurs who were
Jfundamental to the starting of their company, but who

are now struggling to let go of their operational power. When we were
small, I did everything myself, but the more the company grows, the
more the complexities increase. We chose the right moment to delegate
our operational leadership to a CEO, Pierroberto Folgiero, whom I
consult with daily, and who can count on many capable managers
all contributing to operational management. I believe that the entre-
preneur, regardless of the delegated powers, must make bis presence
Jfelt, supporting management in their strategies through a very short
decision-making chain».

The rest is recent and ongoing history. After the acquisitions of Fiat
Engineering and Tecnimont — leading up to the creation of the Maire
Tecnimont Group in 2005 — followed the acquisitions of the remai-
ning 50% of Tecnimont ICB India in 2008 (headquartered in Mumbai,
now the main engineering center abroad with over 5,000 employees
and technicians) and Stamicarbon, a Dutch company and global le-
ader in the development of technologies for the production of urea
(fertilizers), with intellectual property and over 50% of the global
market in terms of licensing in 2009. «T'he following year — recalls the
chairman — we finalized the acquisition of KT-Kinetics Technology, a
well-known Roman company active in bydrogen and sulfur technolo-
gies and the construction of plants. KT also allowed us to expand our
expertise in refining, contributing to the development of our new te-
chnologies in the green chemistry sector, as is the case with the much
talked about bydrogen».

Why the name Maire Tecnimont? «At the time of the creation of the
parent company, which integrated the first two large companies ac-
quired, a new name bad to be chosen. We even hired a specialized
company but we didn’t like any of their proposals. In the end, Maire
came to mind, which I bad already used, and which is the acronym
of the names of my two eldest children: Massimo and Irene. The name
of my other holding company, Glv, is derived from the names of my
youngest children: Giovanni, Ludovico and Vittoria».

Looking ahead in order to meet global environmental challenges and
achieve European decarbonization targets, new chemistry will incre-
asingly focus on waste recycling, biochemistry and electrochemistry.
The latest to be created was NextChem in November of 2018, a
subsidiary where the managerial and technological expertise of the
Group’s other companies involved in Green Chemistry have conver-
ged. Fabrizio Di Amato concludes: «We were pioneers in this transfor-
mation. Today NextChem is a solid entity, with numerous projects
underway to accompany the energy transition. It is an irreversible
process, but also a great opportunity to reposition Italy, re-launch
employment and create long-term industrial value».
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entrepreneur in history?

1. Who is considered to be the first “technological”

YOU
NTRE

R SENSE OF
PRENEURSHIP

A

Bill Gates, who started Microsoft
with his friend Paul Allen in
Albuquerque, New Mexico

in 1975. In 1983, already 30% of the
computers around the world were
operating with Microsoft software.

Steve Jobs, the founder of Apple
in 1976. In 1984, he launched

the Macintosh, the first computer
controlled by a mouse.

C

Johann Gutenberg, the inventor
of movable type printing in 1455.
He developed his product in
secret and then made it publicly
accessible as an open source.

D

Henry Ford, one of the founders

2. What is internal locus of control?

of the Ford Motor Company in 1903.

In 1913 he introduced the assembly
line in his factories to optimize the
time and work of his employees.

A

The capacity for analysis
and personal introspection.

The propensity to attribute one's
successes or failures to factors
directly related to one's own
abilities.

C

The habit of keeping your desk
in perfect order.

D

A new app that alerts you when
you're under high stress.

3. You must have the Purple Cow to achieve

success. What is the Purple Cow?

A

Something phenomenal
and unexpected that makes
the product amazing.

A high-protein diet followed
by the richest Silicon Valley
entrepreneurs.

C

A secret mascot that a company
doesn't show to the pubilic.

D

A type of business organization
that is inspired by the work cycle
on a farm.

4. What is the Scrum method?

A

From the English term that
refers to the scrum in rugby,
it is the strategy for forming

an extremely high performing
team.

B C

A Tik Tok format to
quickly present new
business ideas.

The strategically
organized coffee break
after a meeting to gather
candid impressions.

5. What does GTD stand for?

D

A specific type of Yoga
to improve concentration
at work.

A

Guaranteed minimum prize
pool, the exclusive poker
tournaments played by
wealthy entrepreneurs.

‘gSsleplesiqz | ;siomsuy

B C

Getting Things Done,

a method to achieve
maximum mental and
organizational efficiency.

Global Trade Directory,

an online resource where
international trade experts
post content.

D

Gara tra Dotti, a friendly
competition among

the most cultured Italian
entrepreneurs.
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! GLOSSARY

Coaito ERGO SuM...
ENTREPRENEUR

Disruption
A creative approach to transforming an existing idea or product
into something better.

Strategy
Conceive ideas, carefully study the implementation process, assess

the risks and opportunities for success, and verify the progressive
achievement of goals.

Leadership

The ability to communicate one’s value and potential so clearly
to others that they can see it themselves.

Vision
A mental image of the end result that must be clear, simple, focused,
ambitious, and enduring.

Innovation

The ability to seek efficiency even in repetitive activities through new
approaches and experimentation.

Interpersonal skills

Includes empathy, organizational awareness, the ability to develop your
team and convince others of your ideas.

Problem solving
A technique of systematically analyzing the big picture to then make

a decision, choosing certain priorities and using creativity rather than
the usual standard methods.

Management
The ability to accomplish everything that it is possible to do in the best

possible way, on a daily basis and in the short term, towards select
strategic end goals.

Governance

Knowing how to manage the succession of events in the medium
and long term through the organization of time, resources, work,
processes and information.

Assessment of risk

Systematic analysis to obtain an assessment of different levels of risk
from which to make choices.

o
e
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" THE ENIGMA oF

THE ENTREPRENEUR

ho is an entrepreneur, and what is
his purpose? How do management
and technocracy coexist? What is

W

digital capitalism? It is essential to know who an entre-

“labor” capitalism as opposed to or-
ganized capitalism? And what about

preneur really is in order to understand the nature of
the company, the creation, that comes to life from his
work. The history of the word “entrepreneur” — and the
clarification of what role it plays in the corporate, fi-
nancial and digital worlds today — contains many of the
elements that characterize pre and post-pandemic bu-
siness. You gain insight into the uniqueness of Zucker-
berg, Musk, and Bezos. Solutions for managing inno-
vation (both digital and mechanical) and protecting
jobs come intuitively. A combination of machinery and
lives, the right mix of organism and organization, the
company is shaped in the likeness of the entrepreneur.
But also, of the managers he surrounds himself with,
the true alter egos of the entrepreneur.

A historian and lecturer at Bocconi University, Giu-
seppe Berta directed the Fiat Historical Archive from
1996 to 2002. Over the years, he has written numerous
essays including “Mirafiori. La fabbrica delle fabbri-
che”, “Fiat-Chrysler e la deriva dell'Iltalia industriale”,

THE ESSAY BY GIUSEPPE BERTA,
HISTORIAN AND PROFESSOR

AT BOCCONI, REVEALS THE THOUGHTS
OF ECONOMISTS AND SOCIAL
SCIENTISTS ON THE CHARACTERISTICS
AND FUNCTION OF ENTREPRENEURSHIP.
AS IT RELATES TO THE ABILITY

TO INNOVATE.

Giuseppe Berta

L'enigma
dell’imprenditore
(e il destino dell'impresa)

IRNINGE Le vie della civilta

“Le idee al potere. Adriano Olivetti tra la fabbrica e la comunita”.
Reading his work is tantamount to receiving a comprehensive review
of theories on entrepreneurship and management, examined from
within the historical and cultural framework of their time.

«T'he most visible effect of the new technological revolution, — Berta
writes in the introduction to “Lenigma dell'imprenditore”, published in
2018, — has consisted precisely in bringing the entrepreneurial mission
back into full view to celebrate its creative power. At the same time,
innovation bas once again become the distinguishing factor in the en-
trepreneur’s role in the economic process». His essay retraces two cen-
turies of the history of economic culture, focusing on the fundamental
attempts to analyze the characteristics and tasks of entrepreneurship.
Cantillon and Say, the classical English political economy and Mar-
shall, Schumpeter and Sombart, represent the stages of a thought pro-
cess that cross the boundaries of disciplines and unites Economics,
History and Sociology.

The professor notes how the entrepreneur personifies a combination
of aptitudes and skills that can generate economic success, both in-
dividually and within an organization. Entrepreneurship coincides
with the virtue of personal initiative: qualities to be developed with
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tenacious and proud affirmation of individual talents, result-oriented
commitment and special dedication.

From among the pages, one thought continues to emerge: the virtue
that best characterizes the entrepreneurial role is the ability to inno-
vate. <What is the best term to conventionally define the entrepreneur?
Without a doubt, the one of “innovator™. In the chapter dedicated to
entrepreneurship (as both a vocation and a destiny), Professor Berta
explains how the business leader differs from other social figures in
the economic system, because he spreads the ethics of logic and sha-
pes the various organizational structures. «Charged with a variety of
tasks, the entrepreneur can be nothing but a lone bero. [...] For Sombart
(a German economist from the beginning of the twentieth century) it
is a leadership role that can only ever be taken on by a select few: by
those who emerge with their own thoughts and decisions, who tread
their own path and are followed by the majority». Therefore, being
an entrepreneur in mature capitalism means exercising charismatic
leadership, although the fate of the business does not necessarily de-
pend on the owner or director.

Schumpeter, Berta explains, does not see the entrepreneur’s main
aspiration as the desire for wealth and the search for well-being. The
«men who created modern industry» were of a different mettle. They
were certainly not «wbhbiners who continually and anxiously wonde-
red whether each effort they needed to make also promised them a
sufficient increase in their own pleasure». And if the entrepreneu-
rial drive is not explained by the pursuit of wealth, which aspects of
their psychology — Berta wonders — should be explored to understand
the underlying factors? Schumpeter essentially points out two. «Sati-
sfaction is derived from a social position of power. And also, the joy
of creative purpose». The latter is compared to the reward that comes
from the creative action of the artist, the philosopher or the politician.

The author goes one step further when, talking about the dominant
personality of the entrepreneur, he compares him to a sort of Uberm-
ensch, a superman who transfers the Nietzschean word of Zarathustra

\KJULY 2021

to the economy. «He is certainly a “strongman” who
tends to exercise bis dominance through unbridled
energy. He possesses “an excess of energy”, which leads
bim to inexbaustible activity, making it a “purpose in
and of itself”. For the entrepreneur, the pleasure of
action is a part of bis “psychic reality”. In this be is
similar to the gambler, for whom no amount of winnin-
gs will succeed in distracting bim from bis passion».

“L’enigma dell'imprenditore” essentially paints an
increasingly human picture of the entrepreneur, who
will not be able to retire in his prime, but will only
leave the field when evening has descended on his day.
That is the moment when he will feel the living forces
that once led him to success fade away inside him. «On
the other hand — the author concludes — one cannot be
an entrepreneur forever: the season of creativity does
not match that of the physical life». Though we might
say there are a few exceptions, when looking toward
the digital entrepreneurs of the third millennium. Or
to those, like Fabrizio Di Amato, who, having surroun-
ded themselves with people of great value, understood
how to make different roles complement one another in
time. With a more comprehensive approach that combi-
nes the ‘doer” with the “dreamer”, the managerial soul

and the entrepreneurial vision.
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"IF YOU CAN DREAM IT,

vyoucaN DO IT

Walt Disney

«The way to get started is to quit talking
and begin doing»
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Estée Lauder

«When you stop talking, you've lost
your customer»
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Steve Jobs

«The people who are crazy enough to think
they can change the world are the ones who do»
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Elon Musk

d think that’s the single best piece of advice:
constantly think about how you could be
doing things better and questioning yourself>
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Henry Ford

df I bad asked people what they
wanted, they would have said:
Jfaster borses»
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Coco Chanel

dn order to be irreplaceable, one must always
be different»
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Enzo Ferrari

«We don’t have oil and mines,
but we can excel in the world
with imagination»
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Adriano Olivetti

A dream seems like a dream until
you start working on it»




Madam C. J. Walker

«Perseverance is my motto»
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SUSTAINABILITY

INTEGRATED

INTO THE CORE BUSINESS

here are fundamental questions that every en-

trepreneur and every company, whether large or
T small, must be able to answer in a given histori-

cal and economic context. Today it is necessary to

find the right answer to this question: Why is it
important to integrate sustainability policies into corporate business
and what does this integration mean in concrete terms?». Let’s start
by saying that sustainability is now understood to be a key tool for
sustaining not only the competitiveness and reputation of a company,
but also its profitability. In other words, sustainability can no longer
be considered just something added to everyday business, but rather
must be seen as an integral part of it. Studies and analyses carried out
by academics and practitioners over the last few years have offered
different answers to the question of integrating sustainability into cor-
porate business. While there is no unanimous opinion, there are mul-
tiple points of view, each emphasizing a key aspect of the equation. To
understand them, it is useful to analyze the results of a project carried
out by Ernst & Young, entitled “Seize the change - Integrating su-
stainability into the core business”, where the global network of
consulting services identifies the five most important meanings of the
concept of integrating sustainability and business:

Drive for operational excellence, because it enhances the ability of
processes to achieve expected results, enriching and updating them
through the lens of sustainability (for example, the introduction of en-
vironmental and social sustainability clauses in the supplier selection/
management process or the integration of sustainability risks in the
risk management process).

Integrated thinking, in which integration is a new holistic way of
thinking about the company and of conceiving the creation of value as
a result of the interaction between tangible and intangible capital in
the specific context in which it operates.

Engine of innovation, because integration generates new ways of
innovating products, including environmental and social aspects right
from the moment of their conception.

Response to a changing world, meant as the ability
of companies to understand and interpret the social,
environmental and economic changes taking place, so
as to transform not only operational practices, but also
the very purpose of business.

New models of social impact, where radically new bu-
siness models truly oriented towards the common good
and its impact on society take hold.

Regarding the issue of the benefits of integrating su-
stainability and business, EY traces the benefits back
to three macro-categories: greater investor attraction
and risk reduction, customer commitment and reputa-
tion enhancement, and improved human resource ma-
nagement.

In the first case, a positive correlation emerges between
sustainability integration and financial performance in
terms of equity returns, return on capital, and invest-
ments. The results are estimated to be a performance
differential of 4% to 6% for “high sustainability” com-
panies compared to unstructured entities. Why? Better

IN THE CURRENT HISTORICAL-
ECONOMIC CONTEXT, COMPANIES
THAT HAVE CHOSEN TO IMPLEMENT
SUSTAINABLE POLICIES HAVE
DEVELOPED GREATER RESILIENCE.
THESE ARE THE MOTIVATIONS, PATHS
AND RESULTS OBTAINED BY MAIRE
TECNIMONT GROUP.
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management of intangible capital, long-term vision,
strong relationships with all business stakeholders, and
increased focus on risk management. In terms of custo-
mer commitment and reputation enhancement, analy-
sts argue that sustainability strengthens the bond with
the customer from the perspective of business and values,
developing brand loyalty. And finally, the third benefit
relates to improved human resource management me-
asured in increased worker productivity, job satisfaction,
and greater corporate attractiveness to new talent.

The path
of Maire Tecnimont

Within our Group, all of these questions were asked
many years ago. For some time now, thanks to the
support of an increasingly mature corporate culture,
we have been working on the integration of sustai-
nable policies into our core business. Over time, it
is from this awareness that our resilience has develo-
ped; that ability to adapt and react to external shocks,
which has allowed us to face the crisis generated by
the pandemic, an event that has upset the balance of
markets and threatened every form of social organi-
zation. This is also why we have a thorough under-
standing of what “sustainability” means: it is a path
towards evolution that is born from the values

SUSTAINABILITY
STRATEGY

of a company, is rooted in its processes and generates impact
in the world. By answering the right questions (those reviewed
above), key words and messages are generated that define and
determine the entrepreneurial style of each company. Maire Tecni-
mont’s assets are: a commitment to the acceleration of the energy
transition, digitalization, open innovation and the creation of value
with respect for the environment in the communities of the terri-
tories in which we operate. Emphasizing that above all, the most
important aspect for us is our people, their professional growth,
and their health and well-being.

A strategy inspired
by the UN Goals

This year, in 2021, a repeat of the critical situation caused by the
Covid emergency of 2020, we have decided to reiterate the Group’s
key concepts with greater conviction, translating them into a Su-
stainability Strategy inspired by the United Nations Sustainable
Development Goals: a path that is complementary to our industrial
strategy and ESG principles. With this in mind, in addition to having
expanded the structure dedicated to sustainability, we are creating
a task force dedicated to the reduction of CO2 emissions, a Diversi-
ty and Inclusion Committee and several working groups to develop
lines of action and projects in four areas of intervention, the four
clusters that guide the sustainability strategy: climate, circular eco-
nomy and environment; people; innovation that brings wellbeing;
communities and territories.

oy

N
CLIMATE,
CIRCULAR ECONOMY,

N ONMENTAL
~ SUSTAINABILITY

VALUE FOR
TERRITORIES
AND COMMUNITIES
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More specifically, the macro-objectives in the environ-
mental area address:

* The contribution to sustainable mobility
with the development of technologies for low
carbon and ‘bio’ fuels.

e The circularity of plastics (through tech-
nologies for quality mechanical and chemical
recycling) and the increase of solutions to pro-
duce bio-plastics.

* The development of technologies to transition
to a hydrogen economy and a more sustai-
nable use of gas.

All this through a concept of innovation that is not only
technological (concentrated in particular in the subsi-
diary NextChem), but also economic and social, closely
linked to the concept of well-being and at the same
time open and interconnected with the external ecosy-
stem. An innovation capable of contributing to both the
technological and social process, reducing the impact

on the environment and supporting the shift towards decarbonization.
An example of this is the Green Circular District, 10 projects being
studied across the country that focus on innovative technologies in the
field of green chemistry and recycling, with the aim of converting pro-
duction sites previously used by traditional and brownfield industries.

«The international and national external scenario - explains Ila-
ria Catastini, Group Sustainability Manager of Maire Tecnimont
- is changing at an unprecedented speed in the drive to reduce
greenbouse gas emissions and comply with Sustainable Develop-
ment Goals. Maire Tecnimont wants to be an enabler of the energy
transition in the bard-to-abate sectors on a global scale. At the
same time, this is both a business goal of our Green Unit and a
sustainability objective: through the development of technological
proposals for decarbonization and the circular economy, we are
stimulating the ecological transition by enabling an acceleration
of the pathways to carbon neutrality. We are also working on re-
ducing our emissions and innovating traditional processes to mi-
nimize their environmental impact».

The objective is to achieve carbon neutrality by 2030, for both
direct and indirect emissions, with the target for value chain emis-
sions extended to 2050.

BE ENABLER OF
THE ENERGY TRANSITION

Contribute to

Contribuite to a

a SUSTAINABLE
MOBILITY through
a wide range of
technological
solutions for green,
low carbon and bio

Enable CIRCULARITY
OF PLASTICS
through recycling
technologies that
improve quality and
address the non-
recyclable fractions

Enable the transition
to a HYDROGEN
ECONOMY through
a wide mix of
technological
solutions

LOWER CARBON
ECONOMY through
solutions for a more

sustainable use of

gas and for lower
carbon intensity

fuels processes
Promote OPEN Promote a real
INNOVATION AND Be sector MULTI-CULTURAL MUE?ISL\IIQIIR-LiJrFthe
DIGITALIZATION as champion for HSE AND INCLUSIVE SaUntries whera
a lever for a PERFORMANCES company

sustainable progress

environment

we operate
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()
@ MAIRE TECNIMONT
AND SUSTAINABILITY

The Group, recognized as an ESG Identity - IGI COMPANY
2021 EticaNews as of this year, achieved the following in the
course of 2020:

Particular attention has been paid to social develop-

ment, with priority being given to the health and sa-
fety of our people through continuous training and
empowerment, the promotion of a multicultural and
inclusive environment, and the creation of value in the
areas where we operate. As well as the promotion of
open innovation and digitalization.

The words of CEO Pierroberto Folgiero summarize
the objectives of the new Sustainability Strategy: We
began our journey ten years ago by joining the United
Nations Global Compact. Today, we have fully integra-
ted a number of ESG (environmental, social and go-
vernance) indicators into our industrial strategy. We
are willing and able to take on the role of enablers
of the global energy transition, putting our knowledge
of the processes for the transformation of natural re-
sources at the service of an increasingly circular and
low-carbon economy. Creating value for the benefit
of people — whether they work for our supply chains
or for the local communities in the geographies where
we operate — is a central commitment for Maire Tecni-
mont. The progress we strive for, as engineers and as
doers, is one that creates sustainable progress for peo-
ple by respecting buman rights, diversity that creates
cultural richness, and the potential of each person on
botb the personal and professional level».

* more than 30 ongoing industrial projects around the
world employing energy transition technologies, with
a growing portfolio of technologies through a variety
of partnership agreements;

* more than 10 projects being studied in Italy for the
creation of Green Circular Districts;

* more than 10 international energy transition resear-
ch projects;

* the extension of the reporting scope to include indi-
rect Scope 3 emissions, with the aim of defining a plan
for the gradual reduction of emissions and the offset of
those that cannot be reduced;

* SA8000 certification on a multi-geographic level, the
first Italian Group and the first company world-wide in
the technology, engineering and construction sectors
of the energy industry to obtain such a certification;

* the signing of the Women’s Empowerment Principles
(WEPs) promoted by Global Compact;

* the launch of the ESG qualification program for all
new suppliers including social and environmental cri-
teria and governance;

* the provision of over 1.27 million hours of training
to the Group’s employees and subcontractors with an
average of 27 hours of training per employee with a
particular focus this year on cyber security;

e the consolidation of a multi-year In-Country Value
plan;

* 53% of purchases related to current projects were
made locally during the year and approximately 88% of
new hires in the new geographies came from the local
labor market;

* excellent HSE performance with a zero LTIR (Lost
Time Injury Rate) index;

e over 1,700 total patents and 81 projects of innova-
tion, with the adoption of an Open Innovation model
involving universities, start-ups and local partners;

* improved ratings with a score of A in the MSCI index
and A- in the CDP Supplier Engagement Leader rating.
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“‘poiné BUSINESS

AT THE

o fully understand what it means to work in Afri-

ca, let’s start by saying what makes this conti-

T nent commercially different from others. Africa is

a vast, diverse and multifaceted continent. Each

country has a different political system, different

rules and customs, and differing ways of working. Even analyzing a

single African zone, in this case the Sub-Sabaran zone, one disco-

vers many different Africas, even though they border on one another:

there is the hydrocarbon-rich south-western part, and the eastern

one, which lacks hydrocarbons and instead has focused on the de-

velopment of renewables. In a nutshell, unlike Europe and America,
Africa does not have a system.

Working in such a complex context first of all requires a deep
knowledge of the specific particularities of each country, starting
from the Local Content Law, a strong ability to adapt and a strong

EQUATOR

HOW CAN NEW BUSINESS BE
DEVELOPED BY TAKING ADVANTAGE

OF THE UNIQUE ASPECTS OF AREAS
AND NATIONS WITH VERY DIFFERENT
CHARACTERISTICS? DAVIDE PELIZZOLA,
VICE PRESIDENT FOR THE SUB
SAHARAN AFRICA REGION, EXPLAINS.

entrepreneurial spirit that is able to take advantage
of the different business opportunities that each ter-
ritory offers while also appreciating the relative risks.
Accompanying us on this complex journey through
the culture and business practices developed by Maire
Tecnimont in Sub-Saharan Africa is Davide Pelizzola,
Vice President for the Sub-Saharan Africa Region. His
experience in these territories goes back a long way:
while he has been working at these latitudes for Mai-
re Tecnimont since 2014, his first knowledge of the
Continent dates back to 1990, when he became part
of various project teams in Nigeria for Snamproget-
ti. Then he traveled the world: Pakistan, the Middle
East, Norway, America and Brazil. The plane landed
in Africa again in 2007 with Saipem: once more in
Nigeria, then Angola and Mozambique. And in 2013
he returned to Nigeria with Maire Tecnimont, where
he assures us that it is a good place to live and work.
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Downstream
and gas monetization

Thanks to his in-depth knowledge of the dynamics in Africa, Pe-
lizzola explains the importance of the role played by Maire Tecni-
mont in the promotion and development of business in Nige-
ria, a nation of 200 million inhabitants: «Here, we are primarily
engaged in transferring know-bow on downstream operations,
thereby leading the country to become an in-country transformer
of what it possesses in abundance, namely, underground resour-
ces». The goal of Maire Tecnimont’s activity is to build on Nigeria’s
well-established upstream tradition to train entrepreneurs who can
work across the entire industrial value chain. «Vigeria represents

TERRITORIES | EVOLVE

a paradox — Pelizzola underlines —. Although it is the
leading producer of oil and gas in Sub-Sabharan Afri-
ca, and the fourth or fifth in the world, it has aban-
doned three refineries built 40 years ago, plants that
guaranteed a nominal refining capacity of 450,000
barrels per day. Today, as a result of this short-si-
ghted decision, Nigeria finds itself as an importer
of refined products: in fact, it exports crude oil and
then re-imports it again after it bas been refined>».

A contradiction that has become even more evident
during the recent oil crisis, when Nigeria suffered
greater losses than other oil and gas producing coun-
tries, such as Russia or the United Arab Emirates.
The reason? Over the past years, these countries
have developed a very extensive downstream which
has allowed them - in the presence of low-priced
resources — to maximize their downstream margin
through gas monetization.

Nigeria, on the other hand, has built a single-income
economy based on the production and export of cru-
de oil: a particularly sensitive model that exposes it
to market fluctuations. «It is precisely in this furrow,
in this gap of skills and structures — explains
Pelizzola — that Maire Tecnimont’s enginee-

ring excellence fits in. By bringing expertise ))
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representatives aware of the value represen-

ted by the development of downstream, the
so-called gas monetization, which can be implemen-
ted only with on-site processing plants. In order to
stimulate the growth of the national production sy-
stem and the strengthening of its service industries,
Maire Tecnimont’s entrepreneurial vision — our cul-
ture of the project and its potential — becomes funda-
mental in Nigeria».

» and presenting case studies, we make local

This is the basis for the latest award obtained by our
Group. Bringing the Port Harcourt refinery back
into operation (a contract worth approximately 1,500
million dollars). The project consists of the total and
complete rehabilitation of the two refineries in order
to restore 90% of the nominal capacity (approximately
210 thousand barrels per day).

«This contract - points out Pelizzola - makes it clear
bhow different it is to work in Africa compared to more
structured realities. The project did not exist, it was
not the result of a proposal by the parties involved or
by central institutions: it is Maire Tecnimont that built
the foundations, supporting and assisting the client in
all the various phases, including research and contact
with financial backers. With this project we have con-
veyed the awareness of how complex and intelligent
Jforms of investment can be made, without using public
money, simply by restoring industrial structures alre-
ady present in the country. The project has become a
case study for the ARA (African Refinery Association),
which would like to replicate it, should the conditions
be right. And while our colleagues are starting to mo-
bilize for the Port Harcourt project, we are already
working on other commercial initiatives related to re-
Jineries, petrochemicals and fertilizers, on which we
expect to have updates soon».

For Maire Tecnimont, Sub Saharan Africa is not just
Nigeria. Thanks to the entrepreneurship and stubbor-
nness of KT colleagues, the Group is also present on
the Ivory Coast, where it has been selected as licensor/
technology provider, training & technical assistance
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for the desulfurization of three units of the SIR refinery: the aim is
to produce fuels in accordance with international specifications. In
Cameroon we will upgrade the SONARA refinery, while in Angola we
will install new processing units for the SONAREF refinery.

Green ammonia and the
development of renewables

While in South Africa we are working with Siemens Energy,
NextChem and Met Development to create green projects (hydro-
gen and ammonia), the value of Maire Tecnimont’s culture and en-
trepreneurial experience is also measured in terms of flexibility. In
other words, the ability to know how to work and create business
in the renewable energy sector: in both countries with a high avai-
lability of hydrocarbons, such as Nigeria, Angola, Cameroon and the
Ivory Coast, and in countries without them, such as, for example,
geothermal-rich Kenya, where more than 25% of the population
lives without electricity and only 50% has a regular supply. This
unavailability depends on the morphology of the country, which is
vast and difficult to cross, where the installation of power cables and
the distribution of energy in the villages - only possible with lines
that cover infinite distances - proves to be a complex undertaking,
increasing the final costs for families. In order to facilitate accessi-
bility to electricity, Maire Tecnimont has implemented solutions that
optimize investments and make them more competitive, using the
development of renewable energy.

«T'he surplus production of power, which until now bhas been costly
and a burden on the state, can be used for the development of re-
newables - says Pelizzola -. This way, the production of electricity for
civil consumption is joined to the production of industrial develop-
ment which will absorb the extra cost, making prices more competiti-
ve and affordable for families».

From a cost to a new business opportunity for the country. We are
now talking about Maire Tecnimont’s project to build a plant aimed
at producing low-carbon nitrates, the first in the world on an in-
dustrial scale powered by renewable energy. The facility — a further
step to industrialize the production of sustainable fertilizers with the
launch of Green Ammonia technology — will be built at the Oserian
Two Lakes Industrial Park on the southern shores of Lake Naivasha,
one hundred kilometers north of Nairobi. The initiative will allow
the country to develop the market for green ammonia production.
By using the excess watts and creating a supply chain linked to fer-
tilizer production, the government saves on import costs, turning a
cost for providing energy into a source of income.

Kenya has therefore come under special watch by international insi-
ders, as ammonia is not only important in the green fertilizer sector,
but also as a new environmentally friendly fuel for shipping. Easy to
store (unlike Liquid Gas), it is immediately ready for use and therefo-
re much cheaper than even hydrogen. But that’s a story we will tell
you another time.
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OUR TOMORROW?

s NOW

he future is built today” will be the
central theme of the next issue of
EVOLVE. The success of an organi-

"T

Maire Tecnimont, depends on an entrepreneurial vision.
The ability to embrace the future, begin to develop it
and get it on the ground straight away. As in sports and
in chess, the ability to be ready for your opponent’s futu-
re moves is what makes all the difference. In our case we
are not dealing with an entity made of flesh and blood,
nor with a single company as our competitor. The adver-
sary to be studied and focused on is the future trend of
the market: which, in our case, is the result of hundreds
of variables and micro-variables that are impossible to
predict with any real certainty.

zation, especially a complex one that
operates in uncertain markets like

In this issue of EVOLVE, dedicated to the theme of
entrepreneurship within companies, we have explo-
red the importance of being able to step out of your
comfort zone in order to imagine new possibilities that
remain unseen by most people. A vision that looks out
further than the usual horizon, providing a push to un-
derstand what lies on the other side of the obstacle, to
move beyond what exists. This is not always an easy
task, especially when you have to manage a group of
50 companies in 45 countries and a workforce of over
nine thousand people.

Like the athlete who runs the 110-meter hurdles, the
only way not to trip is to run with your head held high
and your eyes fixed on the finish line: if we focus on
the barrier in front of us, if we lower our heads for a
moment from the future that lies ahead, we will find
ourselves stumbling on the surface of our lane.

Many companies, entrepreneurs and managers don’t
set the course for their long-term goal soon enough. As
Simon Sinek wrote — in the book “Find your why” that
we speak about at the beginning of this issue - thinking
only about profits may work in the short term, but that
kind of success is not destined to last. «Organizations
that indicate an outcome such as making money as their
WHY, are almost never nice places to work».

At Maire Tecnimont we know this well. At the root of it all is the
passion and competence of an entrepreneur, our founder Fabrizio Di
Amato, whose “physical” support in his role as Chairman of the Group
is a constant incentive to come up with ideas to tackle change and im-
prove our performance. If, on the other hand, the top management of
a company is made up of a group of bureaucrats who carry out their
duties impeccably, it is likely that in the short term the company will
obtain its results, which in sports jargon we call placings. But, in the
absence of visionaries and creative types who can see what lies beyond
the horizon, the team will be surrounded by a crowd — both internal
and external — of unmotivated people.

That atmosphere of vertical silo containment risks draining energy out
of projects and enthusiastic team leaders. It will take oxygen away
from the intertwining of different cultures that is taking place in more
and more new geographies, and make a multinational company grow
into a “Community Enterprise”. As Marco Bentivogli explained in
the interview on page 10 where he talks about dynamic companies
and static organizations, «the company that knows bhow to rediscover
itself as a community, can connect the dots, and coordinate its internal
energies without wasting them, protects its human capital better than
others by enbancing their roles and increasing the quality of the jobs
distributed». Words echoed by Roberto Battaglia, author of the book
“Startupper in azienda”: Jn light of the experience of the past year, I am
convinced that the very concept of innovation must change meaning.
Less constrained within pre-established schemes and more able to leve-
rage the capabilities that are often bidden in the folds of organizations».

On the other hand, the entrepreneur- as the Commercial VP of KT-
Kinetics Technology, Andrea Vena, also wrote in the editorial — is the
one who, in the midst of difficulties, first generates a vision. He does
not wait until he has all the variables under control: he starts out by
believing, and along the way he builds a path, a team with whom to
align the vision.

In the next issue of EVOLVE - the eighth — which represents a sort
of turning point, we will put the motto “Our tomorrow is now”. A/l
of our MOTTOS - reiterated CEO Pierroberto Folgiero — represent
a different perspective of the value of entrepreneurship: knowing how
to seize challenges, valuing individual decisions, being adaptive and
resilient, fighting bureaucracy. We are talking about a great exercise
of participation, also psychological, in business processes». If we stay
focused on our growth trajectory, we’ll be ready to build our landing
sites for a decade to come. Our tomorrow? It began this morning.
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RIDE THE TURNAROUND!

The challenge of our Group:
impeccably deliver our portfolio
through operational

and financial discipline.

Master the change,
be actively part of it!

EVERY SINGLE
DECISION COUNTS!

Our work-success is the result
of a thousand single choices
made in the right sequence.
There is no time

for procrastination.

Your contribution
makes a difference!

BE ADAPTIVE!

Fast changes in the market
create discontinuities while
opening also opportunities
to the most responsive players.

Adgility is the key!

NOT JUST THE COMPANY,
THIS IS YOUR COMPANY!

Building together the success
of our Group creates shared
value to everyone.

Be entrepreneur
in a network
of entrepreneurs!

TAKE THE CHALLENGE!

Managing uncertainties
is the core of our job...
As a sailor faces the sea every day.

Let the passion
for results drive
your actions!

STEP UP AND MAKE
THINGS HAPPEN!

(—

B

Talk and listen directly to your
colleagues. Sending an e-mail
could not be a solution.

Let’s keep our doors open.

Beat the bureaucratic
approach!

WE ARE RESILIENT!

Recovering quickly from drastic
changes is part of our noble
and precious DNA. We live

in a tough environment,

but adversity made us stronger.

Let’s capitalize
on lessons learnt!

OUR TOMORROW

IS NOW!

T

These are extraordinary times.
If we stay focused on our
corridor of growth we will be
ready to build the next decade
of Maire Tecnimont.

The floor is ours!




www.mairetechimont.com



