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“Wout”



Legal stuff….

• By attending this workshop you accept all cookies 
that might get embedded in your mind.

• The content of this workshop has never been 
tested on animals, only on consenting human 
beings.

• Reproduce, copy and reverse-engineer as much 
as you like.

• We will assume full responsibility for the success 
you will have using this intellectual property.



Tell me about yourselves...

What brings you here?

Where are you in your venturing activities/thinking?

Do you have a team already?

What are your ambitions?

What would you like to learn today?

....



Why ventures fail….



Main reason

Team



Question

• How do you plan to hire your team?



Functional Team 

• Overall Manager (CEO)
• Sales Director and Account Managers
• Marketing Manager
• R&D, Chief Science Officer
• Front- and back office
• COO
• Financial
• Legal
• Specialists and experts
• Support groups
• Logistics and supplies



Here’s an idea....

• Forget hiring for FUNCTIONS mainly...

• Hire for ROLES to be played in the venture
– Initiating projects & ideas

– Maintaining momentum

– Aligning efforts and views

– Turning conclusions into action

– Seeing the bigger picture

– Getting to the finish line

– Striving for ever-better results



How?

• Stop looking at CV’s.

• Start by looking at NCV’s (Non-Cognitive-Values) 



Why “Non-Cognitive”?

• When all goes well: EASY!

Frontal Cortex is in Control

• When stress is high enough: DIFFICULT!!!

Reptile Brain takes over



Interesting read: 



Non-cognitive values

Multicultural Sensitivity Collaborating Convincing Judging

Interpersonal Sensitivity Innovating Future-oriented Decisive

1

People-oriented / Earth 
Mother

Innovator / Proces-
oriented

Visionary / Direction-
oriented

Strategist / Transformer

P2 D P1 S

Guiding Involved Conscientious Flexible

Initiating Purposeful Disciplined Relationship-oriented

1 1

S P2 P1 D

Treasurer / Realist Tradesman / Messenger King / Leader Scientist / Analist

1 1 1 1

Persistent Communicative Independent Analytical

Business-oriented Customer-focused Leading Planning and organising



What role for the CEO? 



Non-cognitive values

• Analyze fundamentals as an entrepreneur.

• You need: 

– Authenticity, visionary skills and empathy.

• In addition you need:

– Cognitive understanding and analytics, 
commercial, judging and tenacity.

• When put under (high) stress, a CEO unites.



Why is this important?

• Your stakeholders demand it…

– Friends, Family and Fools.

– Business Angels

– Cornerstone investors

• As the CEO, the job-criteria are shifting:

Traditional : Coming from the same industry 
More recent : Having had prior venture experience.
More and more : Having the ideal personality profile.



What most consider a “perfect” CEO...

“Visionary and charismatic” > “Command and Control”

Start-up experience and a broad network

Knowledgeable about problem-solving

Expert at winning strategy creation

Creates loyalty, faith and belief in employees

Uses power in a responsible way

Great charisma, getting admiration…a celebrity! 



The “not-so-perfect” CEO



The “not-so-perfect” CEO



But...something is changing!
“Subordinates need to challenge in order to follow, and superiors must listen in order to lead” The 

Boundary-less Organisation, Hirschburg et al (1992)

“A charismatic visionary leader is absolutely not required for a visionary company and in fact can 
be detrimental…” Built to Last, Collins and Porras (1997)

“Leading from Good to Great does not mean coming up with the answers…It means having the 
humility to grasp the fact that you do not yet understand…and then to ask the right 
questions…” Good to Great, Collins (2001)

“The more power you give to a single individual in the face of complexity and uncertainty, the 
more likey it it is bad decisions will be made.” Wisdom of Crowds, Surowiecki (2004)

“For most leaders there is no dysfunctional organization, because every organization is perfectly 
aligned to achieve the results it currently gets” The practice of Adaptive Leadership, Heifetz, 
Grashow & Linsky (2009)

“Complexity science shows how the typical focus on “heroic” and charismatic leaders can result in 
a lack of innovation in modern organisations” Complexity and the Nexus of Leadership, Goldstein et 

al (2010)
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STRESS!!



Lesson

• Creating a venture in an exponentially 
complex world is permanent STRESS.

• Assemble a team that functions well under 
stress.

• Assemble a team that INTERACTS well.



INTERACTION



HEALTHY



Look for 
Fractals in your 

venture!



Possible Fractals for Stress

• Not enough humour, too serious

• Problems keep coming back

• Bad meeting habits:

– Interruptions, not listening

– Lots of advocacy and argumenting

• Old routines and habits

• “The Boss Is Always Right…”



• Different from teams in larger organizations:

– High risk of failure (50-60% first two years)

– Low job security

– Loooooooong hours

– Strong requirements for adaptability

– High commitment needed

– Low starting pay

– Driven by opportunity to express talents

– Prospect of long-term awards.

Your venture...
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What is more important?

CULTURE PRODUCT

North America since 
2000...

Europe more conservative.



Check out...

PROCURIFY

“By building a culture focused on humility, passion, teamwork and finding a 
better way, start-up Procurify has created an environment in which all 
members of the team feel welcome to share unique opinions and insights. 
This has allowed the company to grow as rapidly as it has, in countries all 
over the world....” Huffington Post, 15/10/2014



Check out...

REI

“It’s all about getting the culture right. Employees can get benefits and 
incentives anywhere, but it’s harder for them to find a place where they can 
totally immerse themselves in the culture. We attract outdoors-oriented 
employees who sustain the culture and attract even more like-minded 
employees. They share the same interests and values; they’re committed to 
the environment, to the community, to work-life balance, and to having fun 
outside. And that goes for management, too.....”

Recreational
Equipment
Inc.



Norms & Values

• Set of shared beliefs and rules about what is 
right and wrong around us.

• The culture we want to encourage

• The standards we set ourselves

• The principles that guide the company’s 
efforts and investments.

• Everything will change,… but not the Values.





Values

• Ideals and motives a group aspires to.

• Conceptions about what is desirable.
– Personal values : values endorsed by an individual.

– Moral values : values that help determine what is 
morally right or wrong

– Aesthetic values: values associated with the evaluation of 
art or beauty.



Check out...

Eventbrite

“They define their key values as Accessible, Empowering, Social, Delightful, Innovative and Genuine. 
Their values are woven tightly into their hiring process, including an evaluation of each and every 
candidate for values alignment. Founders Kevin and Julia Hartz operate by the core principle of 
putting people first, company second and personal interests third. Despite raising more than $50 
million in their recent financing round, Kevin and Julia did not take a dime off the table.”

Gigaom, December 2011.



Spend as much thought on recruiting, organizing and 
retaining loyalty and commitment of the venture 

team as on strategy and product.

Investors’ perspective

“A strong team can make something out of a 
second-rate idea.... but a great idea will not 
succeed if the team is not fit for purpose!”



Qbic Advanced Starter Presentation 



The External Team

• Family, friends, believers...

• Business Angels

• Incubators, Accelerators

• Capital providers

• Board of Directors

• Advisory Board

• Business consultants

• Partners

• ....
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MOST POTENTIAL (DAMAGE)!



You have assembled your team....

• What do you do?

• How do you work?

• What is your role?

• Where should you focus?
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TRACTION

OPERATIONS

FUNDING

IDEATION

C
o

m
p

le
xi

ty



SCALING AND RECURRING

TRACTION

OPERATIONS

FUNDING

IDEATION OPERATIONAL TRANSITIONS

C
o

m
p

le
xi

ty



SCALING AND RECURRING

TRACTION

OPERATIONS

FUNDING

IDEATION OPERATIONAL TRANSITIONS

C
o

m
p

le
xi

ty

Focus on the transitions more than the phases itself!



INTERACTION 
DYNAMICS

The shift from 
“investing in assets” 

to 
“creating optimized interaction between assets”



INTERACTION between assets?

With COLLEAGUES, CUSTOMERS, STAKEHOLDERS, 
FAMILY, THE OFFICE BUILDING, TOOLS, 
SYSTEMS, PROCESSES, COMMUNICATION, 
ADVERTISING, MEETINGS, VALUES, …



Harvard Business Review 2012



COMPETENCE



KNOW-HOW
COMPETENCE



TALENT
KNOW-HOW
COMPETENCE



LEADERSHIP
TALENT
KNOW-HOW
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INTERACTION- DYNAMICS

LEADERSHIP
TALENT
KNOW-HOW
COMPETENCE



Remember the non-cognitive profiling?



Be a conductor

Leonard Bernstein

../Videos/4K Video Downloader/Leonard Bernstein - Haydn's Symphony no.88, 4th movement.mp4


Interaction Dynamics

• Using respective strengths

• Pooling know-how, experience and insights

• Overcoming the Flight, Fight, Freeze reaction

• Engagement and commitment

• Shared ownership

• Pivoting and nimble operations

• High-performance



../Videos/4K Video Downloader/Rossini  La cambiale di matrimonio  Overture, Orpheus Chamber Orchestra.mp4


Dissecting “Interaction”

• As an entrepreneur what do you need to look at?

• What can you influence?

• What should be your role?



Measuring Interaction-Dynamics

360° observation 30
minutes

3
LEVELS

1. CONTENT
2. BODY-LANGUAGE
3. BEHAVIOUR



Analysis

CONSTRUCTIVE UTTERANCE

Appreciation

Support

Encouragement

Confirmation

Motivating

Stimulating

Initiating

Relaxing

Exploring

…

CRITICAL UTTERANCE

Rejection

Sarcasm

Cynism

Denial

Restraining

Denigrating

Causing tension

Retentive

Advocating

…
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Interaction performance level

High Co/Cr ratio
Balanced E/A & O/S
High Nexi count
Driven by common goal
Nimble

Co/Cr ratio around 2:1
Biased towards S. and A.; 
Low Nexi count; Routines...

Low Co/Cr ratio; Dominant S. and A.; 
Isolated functioning; Rigid.



Interaction components/values

1. Co/Cr Ratio > 3 and < 6:1

2. # Nexi +/- 30/hour

3. E/A Ratio 1:1

4. O/S Ratio 1:1

5. # BEHAG counts > 1/interaction

6. ADAPTOR > 1/interaction



1. BEHAG

BEHAG «Big External Hairy Audacious Goal»



It is not “just” about the goal …

IT’S ABOUT COMMITMENT.

“If a man says he is not afraid of dying, he is 
either lying or he is a Gurkha.”
Former Chief of staff of the Indian Army, Field Marshal Sam Manekshaw



Think of it as…

A Chicken Race.

OPPONENT 1 OPPONENT 2



2: Nexi

Nexi = connected-ness.

Sequential positive connectivity generating sustainable, 
transversal relationships.

Need 30+ Nexi/hour of group interaction.



3: Enquiry/Advocacy Ratio = 1:1.

• The ratio between Argumentation and active 
Listening.



Interaction E/A Ratio
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Focus on the E/A ratio

• Relationship between Enquiry (E) and Advocacy (A)
– How much is asked vs. how much is argued.

• Very powerful element in team dynamics.

• “Dialogue” as opposed to “Discussion”
– Dialogue: 

• Genuine interest

• “Us”, not.. “I”.

• Exchange

– Discussion:
• Winner-loser

• Divides



4: Other/Self Ratio = 1:1.

O/S ratio: external or internal oriented
interaction.



5: Co/Cr ratio >3 and <6:1 

Ratio between Constructive and Critical utterances.
<0.65 : destructive

0.65 – 1 : low performance

1 – 1.5 : medium

1.5 – 3 : performant

3 – 6 : high performance

6 – 11 : sterile.



6: Adaptorship …. always

The constant endeavour to ALWAYS be better…

« What have we not seen? »

../Videos/4K Video Downloader/The Monkey Business Illusion.mp4


This is a very powerful tool!!!

• To deal with difficult situations

• Let’s try something....

NEED ALL OF YOU!



When things “go South”...

• “Hire slow,... fire fast”

• Interaction Dynamics >> Competences.

• Never stand alone

• What doesn’t kill you, makes you stronger!

• But don’t blame it on me...



Godspeed!

Wouter Van Roost

+ 32.(0)478.995.206


