
Key Take aways:

1. Understanding Board Member Goals: Recognize the different goals that board members have at each stage of your company's growth, from early VC investments aiming for high returns to private equity seeking stable growth and minimal risk.
2. Communicating Good and Bad News: Learn when and how to effectively communicate both good and bad news to keep board members well-informed and engaged in decision-making, ensuring no surprises during board meetings.
3. Board Member Roles: Treat board members as advisors, not bosses, maintaining leadership while valuing their guidance and feedback.
4. Leveraging Board Resources: Utilize the network and expertise of board members for recruitment, customer introductions, and navigating acquisitions, enhancing company growth and opportunities.
5. Handling Board Meetings: Prepare thoroughly for board meetings by sending materials in advance, presenting major issues for discussion, and fostering an environment of mutual respect and professionalism.
6. Managing Expectations and Trust: Build trust by being transparent, particularly with bad news, and by managing expectations through realistic goal setting and consistent communication.
7. Executive Compensation and Performance: Engage in fair discussions about compensation based on market standards and personal performance, ensuring alignment with company success and board expectations.
8. Strategic Planning and Execution: Develop and execute a strategic plan that aligns with the expectations of the board and the growth targets of the company, and adjust strategies based on board feedback and market conditions.
9. Avoiding Common Pitfalls: Understand the importance of not overshooting in promises or plans to avoid potential disappointments that could undermine credibility and trust with the board.
10. Personal Development and Accountability: Take personal responsibility for the company's direction and success, fostering a strong leadership image that maintains board confidence and support.


Transcript

Speaker 1
Hi, everyone. 

Speaker 2
You're listening to the Venwise roundtable. I'm your host and facilitator of this roundtable, Maya Dolgan. And in today's episode, we'll be talking about managing a board of directors. This roundtable was led by Vin Vacanti, CEO and co founder of Yipit Data. In this roundtable, Vin shared six lessons he's learned over more than a decade of managing board members. As they've cycled through with each one of Yipa Data's fundraising rounds, the attendees found a few points particularly helpful. First of all, understanding the different goals that board members have at each stage of your company's growth. So the difference between what they'll want when they are coming in at an early stage or growth, equity, private equity, etc. Etcetera. Number two, how and when to talk about good news. And also how and when to talk about bad news. 

Speaker 2
And third, how to keep them as advisors and not acting like they're your boss. It was a good discussion. As you'll hear, lots of good questions came from the audience. So let's get started. 

Speaker 1
We're so happy to have you with us today, Vin. Thank you for offering this topic. Vin is going to introduce himself and share some thoughts, and then we'll open it up to conversation. Thank you all for submitting your questions when you registered. And we'll really, as I've said on all these, we want it to be conversational. We'll be happy for you to jump in and ask questions when he's done presenting, and we'll get a good chat going. 

Speaker 3
So I'll go through this very quickly. But I know we just had to wait to ask your questions. But if you want to jump in, kind of jump in. I'll make sure we don't kind of go off the rails to make sure we get to each of these kind of things. And then I think people have questions that are probably not one of these questions that I've kind of put on here, and so feel free to kind of ask them at the end. So a little bit about me. My name is Vin, co founder and CEO of a company called Yipit Data. We started Ypidata back in 2010, and we've had five rounds of funding. So I've done everything from the seed kind of investment to the Series A to the series B to the Series C. We also did the growth equity. 

Speaker 3
And then we've also, late last year, Carlyle Group bought a minority stake in the business for about $475 million. And so I've gone through the private equity experience as well. The company now is over 500 employees and I have learned a lot about how to manage relationships with board members. Our board today, no one that is on our board today other than me and my co founder was on the board when we started. And so we've actually transitioned through many different types of board members and I've made many mistakes with those relationships and I want to share with you the mistakes that I've made, the things I've learned to do well, so that hopefully you can avoid making some of those mistakes as well. 

Speaker 3
Okay, so my first piece of advice, which I messed up when I first started the company, is you have to know your audience, and what I mean by that is specifically you have to understand exactly what their goals are for your company. You would think that everyone's goals are similar, but they're not. They have different goals depending on the type of fund that they are and depending on how much money they put into your fund, et cetera. So there are different types of investors that you will encounter on your journey. And so the early stage VC investor is going to be different from the growth equity and very different from the private equity, specifically in terms of what they're trying to get out of your company. 

Speaker 3
So that early stage VC, Series A, even series B investor, it's a rule of thumb, but they basically need your company to return half of their funds. That's what success looks like to them. So the mistake that I made is when I first put our first plan, after we took our seed stage money and I put our plan, I was like, okay, I came from private equity, that's where I used to work. I want to do something conservative that we're definitely going to hit. So I put out a plan that was like 20% annual growth. It was like a disaster at the board meeting because ultimately they were like, this is horrible. Like 20% growth, this isn't going to return half of our funds. In my mind I'm like, but hold on, we could be a two to three x return for you. 

Speaker 3
Isn't that good? Nope, that's a disaster for that type of fund. They don't want that. And so what they want is for you to burn a lot of money and take a lot of bets and focus on growth, because they want you to have like a five x year, three x year, two x year, whatever it is, to kind of dramatically grow the business. However, as the company evolves, that changes the growth equity. VC, on the other hand, they dont want you to show up with a plan that says youre going to ten x in the next twelve months and youre going to burn 90% of your cash doing that, because thats not what their goal is. Their goal is just to get a three x, four x return on the investment that they put into your business. 

Speaker 3
So by then, the business is much more mature, etcetera. Private equity is even more conservative. Its a disaster for them. If the business goes out of business, it cant happen for them. Theyre just looking for a nice 18% IRR over a five year period, which is about two and a half times their money. And they don't want you risking anything. You're like, but I could grow much faster. I don't want you to grow much faster. I don't want you to risk, because obviously there's risk that comes with that. I don't want you to take on that risk. And so it's really important that you know the audience and how do you know what their goals are? You can also just ask them, like, that's comforting. It's comforting for them to be able to tell you, hey, what do you want from this investment? 

Speaker 3
What's like, great for you. They'll tell you that. If you ask them nicely, they will tell you, look, I need this to go from a $2 million to $50 million. And given our percentage ownership and dilution, et cetera, you need to be a billion dollar company. And you're like, okay, thank you for letting me know that. That's what ultimate success kind of looks like. Second question I often get from people is, how should you think of your board? Are they your boss? Are they advisors? And this is very, very important. They are not the boss of the company. How could they be? They have 20 other companies they're focusing on. They don't know your company as well as you all do on the executive team. 

Speaker 3
And so that 100% not the boss of your company, do not treat them like the boss of your company. So, in other words, when you go to board meetings, you never go and say, hey, we don't know what to do. Tell us what to do. Now, this is easier said than done, because some board members will try to be the boss. They'll try to tell you what the strategy should be kind of going forward, and you have to fight that. You have to listen, and you don't have to be like, I'm not going to do that. What I do is someone says, I think you should do x. I'm like, thank you. That's great feedback. We'll talk about it as an executive team. 

Speaker 4
That's it. 

Speaker 3
You don't have to make a decision on the spot. You don't have to say no to them on the spot, but don't treat them like your boss. The moment you do, start treating them like your boss, and now they're making the decisions, the company's over, and your job is over, because they don't want the CEO who's just an employee. They need the CEO, the executive team, they're the boss. They're running the ship. Now, what if you disagree with them on strategy? 

Speaker 4
A couple of things. 

Speaker 3
One, these are smart people. They've seen a lot of things happen. It's possible you're wrong and your strategy is wrong, and you should talk to them and be, like, brainstorming, hey, what's going on? Smart people should be able to get in a room and lay out all the facts and all the context, and then come to a decision on what kind of the strategy should be. Now, the one issue I have with this is, if your strategy is to grow the company 15% a year, but they invested in you, hoping that this is going to be like a 30 x investment, then you have the wrong strategy, because you should have never taken their money, and now you have to live with the consequences of that. 

Speaker 3
Like, you did a deal with them, and now you have to live up to your side of the bargain associated with that. Finally, pick your battles. Every once in a while, they're going to disagree with you on something, or they're going to really demand on something. Maybe it's a recruit that you kind of want to hire. They're very negative on. Don't hire that person. Just hire a new person. That's okay. Like, pick your battles. Like, don't go to the mat every single time with your board. That will get exhausting and tiring. Like, you know, there are certain battles that are worth fighting for. There are other battles, you know, let them win a couple here and there. That's okay. How to leverage the board. Oh, sorry. Go ahead, Paulo, I think you're on mute. 

Speaker 5
Sorry. Thank you. What if you're in a situation that either the investors or majority owners or the founder at this point is a minority? Would you say that all of that still applies 100%? 

Speaker 3
I am not the majority owner of our business. As the founder, weve done five rounds of funding. I am still the boss. I have to be the boss. If youre not the boss, then the whole company is going to fall apart, and so it does not matter, you are still the boss. Now, if you dont have majority ownership, what that also means, or majority control is if an acquisition comes by, you can explain that you really want this acquisition to happen, but they can say no because maybe its not hitting what they want. So, like, there are certain decisions that you don't control, which is kind of part of their rights as board members, et cetera. So that's the downside of taking on board members. There are obviously things you don't control, but day to day, you've got to be the boss. 

Speaker 3
They don't want to, they don't want to be the boss day to day. You are the boss day to day. Now, how do you get help from the board? A lot of people I don't know these board members, like, they don't really help me, you know, et cetera. There's a bunch of ways that you can get help from the board. Now, I will tell you, not all board members are that helpful. Some are going to be really helpful. Some are not going to be helpful. It just depends, it depends how important you are as a company. It depends how well you've developed a relationship with them kind of over time. And so recruiting, if you have executives you're trying to hire, send those say, hey, I'm trying to hire a CFO. 

Speaker 3
I'm trying to hire a COO, CMO, especially those senior level executives, really important ones. They have people in their network that they may know, customer introductions. These people are very well networked people. They know lots of people. They can help facilitate introductions. A little hack that we do at our company that I know most companies don't do is we warn the board members first and we tell them, hey, we're going to send your LinkedIn URL to everyone at the company, and we're going to have them connect with you. And so you're going to get 500 connections from all sorts of random people at Yipa data. 

Speaker 3
And the reason we're going to do that is if we identify a prospect we're going after or someone we're trying to recruit, and we see that you're connected to them, that's huge because that's going to make that turn into a warm introduction, et cetera. So that's a little hack that we do that they like. I've never had a board member say no to that. M and a help. If there's an opportunity to acquire a business that comes your way, they're really good at diligencing businesses, et cetera. Like, use them, help them, use them to get their opinions, their advice, to maybe even run whole diligence process. That's what we did. It can be very helpful. Now, ultimately, it should still be your decision whether you're going to do this acquisition or not. 

Speaker 3
But they're very helpful at running through the process, giving you advice on negotiation, around how much do you pay? Do you give equity, et cetera. On the fundraising side, they're very good at helping you raise debt for your business. So it's not always raising equity. We've raised a lot of debt in our time. We did an acquisition with all debt. It's very powerful to be able to do that. But debt holders, they don't know you. They don't probably like you. Who they like are these investors, because the investors have a lot more money. So if the company starts to go south, the investors will put more money in making sure that the debt holders get paid their money back. I tried really hard to raise like $4 million of debt, and then Norwest came in and they raised 25. 

Speaker 3
And I was just like, how's this possible? Like, it's the same company. Why are they able to raise so much more? And it's ultimately because they're a big fund and they know that they have more money behind them. And finally, board meetings. This can be helpful. Believe it or not, I know a lot of entrepreneurs hate these board meetings. We think of the board meetings as take your two, three big issues where it's not obvious what you should be doing and use it as an opportunity to force the team to deep dive on those issues and then prepare that for the board meeting. So 90% of that value is for the team. It's forcing the team to really dig in and understand, okay, we have a total addressable market issue. 

Speaker 3
What's going on with our customer service problems that we're having to dissect the issue and then present it. It's also compensation for the exec team. So giving the executives that are participating in that problem to then get to present to the board their findings, et cetera, get feedback, et cetera, it's really good for the executives to get that relationship building with the board. Now, what if you have bad news for the company? There's two theories. One is you should communicate it right away to the board, or two, maybe we can fix it so that we never have to tell the board about it. Right? So, like, we're just going to fix this problem and kind of not tell. 99% of the time, you should communicate the bad news right away to your board of directors. And this is what we do. 

Speaker 3
We say, hey, this is what happened. This is what it means. This is what we're doing about it, right? What it means is, like, what's the consequence? You may, it may be obvious to you what the consequences to the company. It may not be obvious to them. Tell them, this is bad. This is bad for this part of the business, and this is why. Here's what we're doing about it. You're not just like, well, we don't know what we're going to do. You have a plan. You're saying, this is what we're going to do about it. And then ideally, also, if you can, what we're going to do to prevent it from happening in the future. Meaning, hey, we made a mistake. We should have been thoughtful about this thing. 

Speaker 3
We're going to do a better job on customer success to get ahead of these churn issues, whatever the case may be. Every company has bad news, and they have bad news all the time. So don't feel bad that your company currently has bad news. It's normal. They just want to know that there's an executive team that's on it, an executive team that's aware of it. They're doing something about it. They have a plan. They want to know that there's a professional dealing with this problem. The big sin is you don't say anything, and then a month goes by, and then it really blows up. And now you have to tell them. And then you tell them, and the first question they're going to ask you is, how long did you know about this? 

Speaker 3
And you're like, well, actually, we knew about it two months ago. And they're like, and you're telling us now? That is not good because they're going to say, well, we could have helped you. Maybe there's something we could have done, and you didn't give us that chance. Like, now there's a trust now they don't know what else is wrong at the company. You've broken that trust with the board, and that's really bad. And so you just, you got to tell people. You got to tell people right away. You should never have a big surprise reveal at the board meeting. Never at the board. Oh, finally, at the board meeting, we got to tell them about that bad news. There should be no shocking surprises at the board meeting. It should be like anything shocking should have already been communicated to the board beforehand. 

Speaker 3
What about good news? When should you communicate good news on good news, we just have one rule is you do not count your chickens before they hatch with the board. In other words, if you have this prospects about to sign, it's going to be a million dollar deal. We're so excited. Let me go tell the board about it. Do not do that because then if that prospect doesn't sign now what? You turn good news into bad news that was never going to be there anyways. Now they're upset with you because now they're questioning your judgment. They're like, how could you think this was good, this was going to close? Why did you tell us this thing was going to happen? So do not share good news until it is official. Sign dotted, can't go back. No, no takeaways, nothing. 

Speaker 3
That's when you can kind of share good news. Whether you share right away, whether you want to hold on to it, that's up to you. It depends. But bad news, you always share right away. Okay. Your compensation. Now this really applies more to the CEO because the CEO usually is the one who then helps to figure out the executive compensation for everyone else. But it's tricky with the CEO because the board theoretically is the organization that decides the compensation of the CEO, sometimes of the two co founders, whatever the scenario may be. And so for instance, sometimes you don't have any options anymore, meaning you found it all your founder equity has vested. Do you get more options? Do you not? This is all kind of tricky stuff. I've dealt with it for twelve years and so this is generally how it works. 

Speaker 3
Big picture, it should just be fair. What is market now? Thankfully the VC's, they actually participate in these VC comp studies. And so you can ask them, hey, can you give me the latest comp study that your organization has? Because they're going to have it for what is the CTO, CMO, Chro, CPO, CEO, COO, what are their like, what's market for salary? What's market for equity? They have this, it's like a crazy spreadsheet. They do have this. What's really good about that is that's what you should be looking at. And so it's going to be based on size of company, a company that has five employees. The CEO is going to get a very different compensation profile than a company that has 5000 employees. So it's based on size of company, money raised, amount of revenue the business is doing. 

Speaker 3
There's a whole thing that kind of lays out what is market for that role. It used to be based on geography like New York and San Fran were like, hire Boston, tier two state, tier two cities. Not saying they're tier two, but tier two and their definition got a little bit lower. I think a lot of that has changed with the result of remote work, et cetera. Another little trick that can be done for this role is to contact recruiters. Contact to recruiters who recruit for this type of role and just say, hey, what are you seeing as market for, you know, this title? And the recruiters will tell you, look, base plus bonus, plus equity. And that can help you also get a sense of what is market for the role. Two, are you doing a good job if you're missing your plan? 

Speaker 3
I wouldn't go asking for more money and more compensation. Focus on actually getting the business into a good place and then ask for more compensation. In other words, I wouldn't go down that path. If things are not going well with the company, that's not what you should be sort of focusing on. There's also a concern here, which is you can develop a reputation for being somebody that's just, like, too focused on the quote unquote money. Meaning you're constantly asking, like, every six months, you're like, I need to talk about my compensation. Like, that's exhausting. Like, that's not where the equity is, where all the compensation is kind of coming from. And so don't go down that path of being, like, constantly bringing this up and making it very painful for the board to have to deal with this. 

Speaker 3
I think once a year, evaluating your compensation makes sense on a salary basis. And then if you have options, you know, when they fully vest, that's a good time to reassess whether or not you should get, like, a new option package kind of going forward. Now, the way they're thinking about it, presumably, is if you leave, they have to hire somebody else and what are they going to have to give to that person to then run this business or to fulfill that role? So that's kind of what's going on in the back of their mind is like, oof, you know, we could get someone great because this person, maybe they're topped out. 

Speaker 3
Most entrepreneurs, you know, as a management team, you're at a level you've never been at before, whereas you can bring someone who's already been at a higher level that can take it from there. So maybe they're better, maybe they're worse. That's a lot of risk, but that's kind of the things they're sort of thinking about. And I will say this, you get what you asked for if you don't bring this up ever, it's very rare they're going to proactively just give you more compensation because why would they put one top? Because they're bad people. Because they have all these other things going on in their world. They're not thinking about, oh, technically this person never, you know, I need to review that again and make sure that's rare for that to happen. And so you get what you asked for. 

Speaker 3
And so if you don't bring this up, it's very unlikely they will bring it up as well. Finally, how to not get fired. Here's effectively what you need to do. In twelve years, I have not been fired. And I've talked to a lot of people about this and I've seen a lot of people get fired as other CEO's of other companies. And it ultimately comes down to, I think, a couple of buckets. One, they need to trust you. How do you fail the trust test? One is you hide bad news. We already talked about this. If you hide bad news from your board, then ultimately they don't trust you because they're like, what else is bad? Right now I no longer know. So share the bad news immediately. Two, be ethical. 

Speaker 3
If you are in ethical, you're in big, unethical, you are in big trouble. Because, you know, obviously that is one where we really lose trust in your ability. Like this goes without saying, but obviously how you treat all the other employees, if you're someone that's sort of screaming at people and all that kind of stuff, that can be really bad for you. Be professional. Have board meetings. Send the board meeting materials 24 hours at least in advance for them to review. Show up to the board meetings on time when you're at the board meetings, like be professional, meaning don't start screaming with the other board members when they disagree with you. Say, that's a great point, that's a great feedback. 

Speaker 3
Let me take that back and talk about the executive team and I'll come back to you when they say, hey, here's a great idea, you should do this thing. Don't say, that's stupid. You don't understand. That's not how the business works. Don't do that. Say, that's an interesting idea. Let me think about it. Let me see how that could possibly matter for us. So that's on the trust side. Very important, obviously, is setting the strategy and then executing on that strategy. And you need to set a plan that the board is excited about. So something that looks like, okay, like, if the company accomplishes this investor can go back to their partnership and be like, good news, this company is doing well. I did a good job investing in this company, but you have to then hit the plan. 

Speaker 3
Sometimes the mistake I see people make is they set a crazy plan where they're going to grow the business from like 10 million to 100 million, and then the business goes from 10 million to 25 million. That's actually pretty good. Ten to 25 million, that's really good. But guess what? You get the board all excited about this hundred million dollar plan. And then that board member told their partnership, they're going to ten x. They're going to ten x, and then they only two and a half x. And so it's much better to set a plan that you can hit. It's okay to set an internal plan that's much better for motivation, for what you all think you can accomplish, but hit your plan. You give them manage their expectations as board members. 

Speaker 3
So, and this is like a, you know, this is a life philosophy, you know, under promise, over deliver with people all across the board, relationships, friendships, work, board members under promise, over deliver. This, again, is about trust. They're like, wow. They say they're going to do something and then they do it. I trust this team. Like, they're setting a plan and it's working. Now, what if you don't hit the plan? Maybe you set the wrong strategy. That's really bad. The job of the CEO, the executive team, is to set the right strategy for the company. So if you're setting the wrong strategy, that's a real problem for you. You have to successfully build a team. If a bunch of your executives start quitting on you're in big trouble. They're going to fire you because they're like, why are all these great executives quitting? 

Speaker 3
If you can't build a team, you'll never build a successful company. And so if all your executives start quitting, they're going to ask, is this the right person to be the CEO of this company? If they can't retain these executives, that's worse. Also bad. Not as worse, but also bad as if the executives you hire aren't very good and you hire and you fire executives. Now, sometimes you have to do that because the business is growing really fast. And they may have been good at 10 million, but they're not good at 60 million or whatever the case may be. So that's understandable. But if you're hiring people and then six months later, you're firing people. You can't keep doing that. Now everyone, this happened. It's impossible. Recruiting is impossible. It's so hard to get this right. 

Speaker 3
In my CEO venwise group, everyone was just talking about how they hired this executive and then had to fire them three months later. It's very normal for that to happen, but it should not be the rule, it should be the exception. Meaning you should aim for like 25% of that times something like that happening. But three quarters of the time, it's like, good, you hire the executive and they are successful at the company, that shows that you're going to build a team that's going to be able to scale the business, and then finally they need to believe that you're capable of raising the money the business needs to ultimately be successful. Meaning, okay, you've got a plan, the strategy. It's amazing. 

Speaker 3
You just, you do need to raise $50 million to be able to hire all the people, the sales execs, you know, build the factories. Whatever the case may be, if you're unable to get new investors excited about the business, then they're going to have to fire you and replace you with somebody who can get the investors excited about the business. Because the business will never succeed unless it gets this additional funding. And there's clearly something wrong with the way you're pitching the business. People don't have confidence in you, whatever the case may be. And so if you can build trust, you can set a great strategy that's exciting to everyone, you can execute it. You're building a team, and then when needed, you can kind of raise more money. Then ultimately they're not going to fire you. 

Speaker 3
Now, you may see it in the movies, like you think, oh, the business is doing really well. That's when they fire you. Thats not the case. The reality is, they dont want to fire you. Thats the last thing they want to do, because now they have to do all this work and all this risk. If the business is doing really well, and then they fire you, and then the business goes down, they get fired for making this horrible decision. They dont want to do that. They will bend over backwards to overlook everything in the event the businesses is doing well. Thats why you see stories like theranos. Why didn't they fire her? Because, like, the business was, quote unquote, doing well. So even though there was all this weirdness going on, it was, you know, you gotta, you don't want to mess that up. 

Speaker 3
And so they don't want to mess things up. So even if there's ethical issues, even if the person's hiding bad news, the business is doing really well. They don't want to mess it up. And so they will try to do executive coaching. They'll try to do 100 other things to kind of make it better before they ever make a decision to. 

Speaker 4
Kind of fire your. 

Speaker 3
And so good luck to all of you in dealing with your board. Like I said, they don't want to make a change. They want to keep you in that place. That is the much easier path for them. But these are some of the things that I have learned in kind of managing relationships with the board. And so I'm happy to kind of answer some additional questions people may have. 

Speaker 4
Jason yeah, jumping back to the beginning. 

Speaker 6
I was thinking of asking it then but didn't were seed stage. 

Speaker 4
So were definitely in that we have. 

Speaker 6
One of those board members that I. 

Speaker 4
Suspect needs to deliver half of his. 

Speaker 6
Fund with our business. 

Speaker 4
So im wondering either from your experience. 

Speaker 6
Or other people here, if it doesnt, if were not on track to hit that or it feels like we may. 

Speaker 4
Not get that is. 

Speaker 6
I probably should just ask my board member, but im wondering if the general perspective is it all or nothing or do. 

Speaker 4
They sort of like do these people. 

Speaker 6
Just kind of give up if they don't think you're going to get there or. 

Speaker 4
I feel like that's a hard question to ask. 

Speaker 6
Like, hey, have you given up on us type of question versus a? 

Speaker 4
So I don't know. 

Speaker 6
I guess I'm curious. The perspective of seed stage investors with. 

Speaker 4
A company isn't either moving at the pace that it they expected or they. 

Speaker 6
Don'T believe that the TAm is there that they originally expected. 

Speaker 4
I'm trying to think about how to deal with him. 

Speaker 3
Yeah, well, I can answer that question. I'd love to see if anyone else has been in that position as well. So I was this company we started yipit.com comma a b two c business that looked really great. We raised $6 million of VC capital and then were the leading aggregator of the daily deal space. And were both very right and very wrong. We were right and that there were going to be a bunch of daily deal companies. We were wrong in that. And people actually like daily deals. And so the whole thing started imploding on us, but we kind of ran the business profitably and so were kind of just like trickling along for a few years before we pivoted to Yipa data and then that started to kind of take off. 

Speaker 3
And, you know, the way my experience with the board was, they were kind of like, you know, it's not a zero, we're not going to lose our money. Maybe I feel like they kind of like, you know, they're like this team. We were trying new things. We were trying to pivot to something else. So they kept attending the board meetings. But were we first and foremost on their minds? Absolutely not. We weren't getting invited to their LP conferences or any of that kind of stuff. We were just kind of like this thing that they really only came once a quarter to kind of deal with us and see how things were kind of trudging along. We actually had a VC. One of the VC's literally said, when do you know it's time to quit? 

Speaker 4
Right? 

Speaker 3
Because from their perspective, their only cost at this point was their time. 

Speaker 4
But it was even that they were. 

Speaker 3
Like, I don't know, is it still worth it? Shouldn't we just try to sell this thing and move on with our lives? You guys could be doing so much better. And so it's really more like now the nuance there is, we didn't need any more money because were funding our own operations through our own kind of thing. If you need more money, then you've got a big problem, because if you're going to run out of money, then they're going to be like, they have to put more money in and they're going to very be very hesitant to do that unless they are super excited about what you're doing. 

Speaker 3
But that was my own experience is like, it's okay to do that as long as you're funding yourself and you're very lean, and as long as you're trying to pivot the business in some way, then can you turn your. 

Speaker 1
Share screen off so that we can see everyone? 

Speaker 4
Of course. 

Speaker 3
Sorry. 

Speaker 6
Yeah. Interested if anybody else has experience on that, or maybe experience in a similar. 

Speaker 4
Situation where you maybe asked the board member to step off the board, like. 

Speaker 6
Is it possible that they would even. 

Speaker 4
If they still own, you know, 15. 

Speaker 6
20% of the business, is that a real outcome? 

Speaker 4
Or are they sort of, do they. 

Speaker 6
Have a responsibility to stay on the. 

Speaker 4
Board because their investment is as significant. 

Speaker 6
As they have an unmistake, where it's. 

Speaker 4
Sort of a requirement? Either you, Van, or anybody else had experience with a scenario like that. 

Speaker 7
I can go. Hi, everyone, I'm Aran, co founder and CEO of Visible Haven. Thanks. Sorry for being late, but I was able to get good stuff from the time I was here. So I have experience with a board that at some level became a little bit dysfunctional because there was not alignment and interest between the board members who were for several years, like, at that .8 and a half years in the business. And some were more early stage, some were more late stage, some had their own crop going with their funds, and one specific fund was kind of doing really bad, and they had their internal issues, so they stopped being as aggressive as they were when they joined. It created just like misalignment within the board and COVID happened. So that added a lot of stress for everyone. 

Speaker 7
And eventually, the bottom line is that. 

Speaker 4
We were able to take off the. 

Speaker 7
Board, board members only through a compelling event of big funding and then making it, you know, being part of the terms of the, my terms and the new investor firms and being able to give some of them certain exit. So, and it's very rare, and I remember that before it occurred to me that we are actually privileged to be in that position to, you know, raise a big round of capital and do a little bit of restructuring and kind of use it as leverage for taking people off the board, I didn't see a path to do it. And I remember that I consulted with a lot of people, and basically most of the people told me it's like marriage without an option to get divorced. So it's really tough and tricky. 

Speaker 7
In my experience, at least, unless you have a compelling event and a lot of leverage, I don't know what's the reason to get that board member off the board. That I did hear, and we did discuss about it in our own pod, and I heard about it from another CEO, that there is a competitive situation where the VC invested in a competitor and that kind of, and still very difficult to get them off the board. So it really depends what the reason and how bad it is, but it is a tough thing to do in my experience, and based on everything that. 

Speaker 4
I know, that's helpful. Thank you. 

Speaker 5
I've seen is a very combative founder with the board and the board, or the primary investor, who is also majority owner at that point, wanted to bring on an advisor to sit in on a board meeting. And the idea there was effectively to increase their influence over the founder, that, as you can imagine, just ignited more fireworks and people walked out of rooms and all that kind of fun stuff. So that's another way on the opposite side of the fence that I've seen it happen. And at the end of the day, the advisor, in quotes was not allowed to come back to the board meetings other than like a year later when tempers were far more cooled. So something else just keep in mind as well. 

Speaker 1
Thanks for your question, Jason. Who else has follow up questions to what Vin shared in his presentation? 

Speaker 5
Vin, question on good news. One approach I'm taking so far, which seems to be working, but I don't know if that's a good approach or not. So I'd love to get the feedback from others on the call. I've been taught years ago to never spike the ball during a board meeting. And by that, I mean, I'm not a sports guy, but by that, I mean it's like you do the end zone celebrations, like, oh, we did great. This was fantastic. This was amazing. This was great. You should be just as excited about this as we are. Certainly don't want to just throw it out there and say, yep, we tripled in size now let's move on. 

Speaker 5
But what I've found has worked well for me and curious about others thoughts, is I'll present the good, but I'll use that as an opportunity to slip in some of the potential risks and bad associated with that good. So it's generally presenting a tempered view to your point of building trust. It's never just a yep, this is fantastic. The team is great. It's, this is good. But these are the things that we have to overcome. These are the issues that we have going forward, etcetera. 

Speaker 4
So just curious to see what thoughts there. 

Speaker 3
Yeah, I can share something, and then if you want to chime in, please do. We actually start every board meeting with what's working, where we go through a bunch of good news and then we. What's challenging now? None of the. What's challenging is challenging. If there's something horrendously challenging, they already know about it, because, like, we're not going to surprise them at that board meeting. But I 100% agree with you. Like, we do not spike the ball. End zone celebrations in the board meetings. It's actually very different from fundraising and fundraising. You're like, this thing is going to be big. We're doing this and then this is how it could be even bigger. And you're getting people really riled up and excited. But then the moment they become an investor, you're more measured now. And it's like, look, this is great. 

Speaker 3
Even when we have. I noticed Netflix did this and we did this. We had a really good year and we're like, look, we had a great year, but we've pulled forward a lot of demand. And so next year may not be as good because of this and this. And so you're always trying to manage the expectations because if you're out there celebrating, oh, we're so good, we just did this amazing thing, et cetera. Like, why you got them so excited now about the business that you're only going to disappoint them at the next board meeting. It's almost impossible that you live up to those expectations. So the idea is just to very nicely manage expectations as the business gets kind of bigger and not rile them up unless you have a very good reason why you need to do that. 

Speaker 3
Like you're trying to get them to approve some big investment or add more money to the company or something like that. 

Speaker 4
Cool, thanks. Yeah. In my experience, my early days, I. 

Speaker 6
Would almost treat the board meeting as like another investor meeting, like pitching them on the next thing. And that was very unsuccessful. 

Speaker 4
So that was my immature approach. 

Speaker 6
And then more recently, I try to present good news and let them get excited about it. So if they want to spike the ball, or if one of the board members wants to spike the ball, I. 

Speaker 4
Let them spike it in front of the others, especially if I know that it'll speak to one of their interests more than another. So. Or potentially get them excited in advance and sort of ask them to celebrate in the meeting. 

Speaker 6
You know, if there's a bit of. 

Speaker 4
People dynamics there, some anecdotes. 

Speaker 1
Thanks. Who else? Scott, Anton, Fernando, if you want to. 

Speaker 8
Yeah, I put my. It's a little bit loud in our office, but I put my question in the shared doc. 

Speaker 1
Let's see. Thank you. Thanks for doing that. And we could put the link in again then, if you don't have it open, I'll just read it out here. How do you handle a board meeting that doesn't compare, prepare, that doesn't come prepared to board meetings, it doesn't review the material beforehand, ask questions about information already included in the presentation? 

Speaker 3
Well, that's very annoying. Happens all the time, at least from my perspective. In that board meeting, there's not much you can do about it. What are you going to do? You know, chastise them in front of everyone. And, you know, we always say, like, if you criticize someone in front of other people, they never remember what you said, they just remember how you made them feel. And so if your goal, presumably there's two goals, you may have one, which I would have. One is emotionally, I would like to get angry at the person, but you don't win anything by doing that part, the second goal is presumably for the next board meeting for them to be kind of more prepared. And so what I would do is I would just suck it up during the board meeting. 

Speaker 3
And after the board meeting, before the next board meeting, when you send out the board materials, I would, you know, reach out to that persone one and be like, hey, I'd really appreciate it if you reviewed these materials. There's, like, a bunch of stuff I would love to get your thoughts on. So, you know, it's more like, you know, it's a way to say it in a nicer way than, like, hey, like, read these materials. Now. That's my approach. I'm much more of a, you know, friendly, manage board relationships type things like keep things. There's, you know, that. That sounds crazy to me, that the person, like, contentious founder relationships like, that sounds awful to me, but that's how I would approach it is. 

Speaker 3
And the board meeting, there's nothing you can do about it, and then send something like that just next time around so that the person feels like, oh, they asked me specifically to review these, etcetera. 

Speaker 8
So just a follow up question there. Like, the thoughts that I had was to take a board member that is much more friendly and very close and aligned with the organization and have that conversation to say. Because what's happening is we have two hour board meetings, and an hour of it is actually following up on the questions that clearly are already included in the presentation. So we don't actually complete the board meetings because it's completely derails the conversation. So having the friendly. Paula, you seem like you got a point having that conversation. So it's not myself or the CEO having a conversation with the board member. It's another board member having the conversation for us. 

Speaker 5
I have a question after this topic, so please ignore me until the time is right. 

Speaker 3
I think that's a good idea. Scott, if you have a board member that can do that, I think it's a good idea. It just depends. It depends. Like, you know, sometimes the board member will respect that the CEO went and did it and didn't kind of enlist someone else to kind of go give the feedback. That's the one negative associated with that. But I would say that's also, like, a fine path. It just depends. 

Speaker 4
Yeah. 

Speaker 6
The other tactic, Scott, is just, and I've been toying with this. I don't have a perfect answer, but how you structure the meeting. 

Speaker 4
So I've heard everything from, like, you. 

Speaker 6
Know, spend an hour presenting the deck and then an hour discussing it versus. 

Speaker 4
I've heard from some people where they. 

Speaker 6
Just send the materials in advance and tell the board members to send questions in advance, and that's all they talk about. 

Speaker 4
Right. So it sort of puts the onus. 

Speaker 6
On the people to do the work. And then if they ask a question that's obviously covered in the deck, you just kind of point it to the. 

Speaker 4
Deck and say, oh, yeah, check, you know, check out page five, next question kind of thing. I realize that's a little, I don't know. 

Speaker 8
Yeah, we tried that as well, which is like, they, he'll ask specific questions. We're like, well, this was included in this. Well, you receive this on a monthly basis, like it's here, and it doesn't seem to click. So. Yeah, no, but it's helpful. 

Speaker 3
All right, thanks. 

Speaker 1
Other people want to jump in on that, or should we move on to the next question. 

Speaker 4
Paulo? 

Speaker 5
So question for you, Vin, as well as for the team. Frequency of meetings. So I'll tell you how we're doing it and looking for feedback on if it makes sense or not. We do quarterly, so we have the regular board hygiene. We do monthly updates. So at the quarterlies, I bring in executives. They present deeper dives. Strategy for following quarter recap of the current quarter. On the monthlies, it's more finance oriented or more numbers oriented. This is what's going on. This is what happened this month. This is what's going on forecast wise. And earlier in the year when the world was once again topsy turvy, because I think it happens every two years now seems like a biennial cycle, we actually did every two weeks just to check in on cash situation again, where EBITDA, positive and pro EbITda. 

Speaker 5
So we're very focused on that. So were doing bi weekly, just checking on cash until things were there. Curious and more context. Context is important here. I currently have a board of one owner who owns the entire company, but I've set up the board hygiene because that didn't exist and the recording and the transparency and all that kind of stuff. So admittedly, it's much easier for me because I don't have multiple stakeholders I am to manage. So thoughts on make sense, doesn't make sense. What are the things I should be worried about or frankly, other experiences people have on the frequency of communication? 

Speaker 3
I can tell you what we do and chime in. We do very similar. So we have a quarterly meeting where it's more deep dives on things that's like the full board meeting. We used to do a monthly call where, but that was more just financials. Now we do an every, like six weeks call. We do financials. And if there's a topic we want to address, we'll address that. We'll throw that in there then. I agree. Look, if the business is going through some insane period, then you probably want to increase the frequency of those updates the way you did. 

Speaker 3
So I think what you're doing is exactly what we do, and I think what most people do, I would say if the company is at a very early stage, sometimes people will want to do monthly meetings, monthly board meetings at the very beginning, because it's like they want to make sure things are going well, etcetera. I think the big thing is you want to make sure your board feels like transparency. They know how the business is performing. That's why I think the monthly financials update, et cetera, they have anxiety, they're nervous. What if the company's falling apart? How do I know? Build trust. Show them. Hey, here's other companies doing this month. Here's the company doing next month. Kind of keeping that flow of communication, I think is good. 

Speaker 4
Thank you. 

Speaker 6
I do monthly calls with one board member, bi weekly with another who's more tactical. 

Speaker 4
And the other one, I engaged with. 

Speaker 6
One of his, other, one of the people on his team kind of regularly for sales opportunities. 

Speaker 4
So just, at least for us, we. 

Speaker 6
Have three board members, and it's a slightly different tactic depending on each, but. 

Speaker 4
I think zero communication between them would be sort of not good. 

Speaker 6
So I think it just depends on. 

Speaker 4
The person and what their. 

Speaker 6
Interests are going back to. 

Speaker 4
Like the earlier point, what is, what are people trying to get out of it? 

Speaker 1
We're going to take one last question from Aaron, assuming that's what your hand is for. Question? Yeah, I also. I'm keeping my eye on time, and I want to make sure that we have two minutes at the end for wrap up, getting takeaways from everyone. So keep the question short. We'll get a short answer and we'll wrap up. 

Speaker 4
Cool. 

Speaker 7
Do you have, like, meaningful conversations in your board meetings? 

Speaker 4
Like, you know, the update part is. 

Speaker 7
Usually easy and the things that we need to make decisions on, that's like, foregone conclusion, because you already agreed with everybody before the board meeting, like, having meaningful discussions and strategic conversations, which sometimes or many times, board members are keen to have, find it to be difficult and then follow up to that is on topic where you're not sure. 

Speaker 3
Right. 

Speaker 7
If it's a real topic, then usually you don't really know and you don't have all the answers. The risk is that it's going to take towards a direction that you might not. And then it's kind of set in stone because people, they kind of build their own thesis. Oh, and that's what we agreed in the board, that's what we need to do. But then two weeks later you go like, totally not, and I want to change course, which is totally fine. So it can be also risky. But I found it challenging to really have like meaningful discussions and especially those that you might not actually be sure and you want their advice, but then it can be risky. So how do you manage that? 

Speaker 3
I think you're right in that if it's really early and you really haven't wrapped your mind around it in any meaningful way, it's dangerous to bring it up in the board meeting because you're right. All of a sudden everyone agrees, oh, we should do x, and then you're like, we don't even know yet if we should do x. And two weeks later you're like, we shouldn't do x. But now everyone's agreed on x and now it's going to be this horrible thing that you're going to have to deal with. So I agree with that. I think it's just we are not ready yet to bring it to them because you need more facts now on the stuff where it's like, look, it's a debate, et cetera. 

Speaker 3
Generally, my strategy to make sure that the conversations are meaningful is I really ask them point blank, like, are there other portfolio companies that you've worked with that dealt with a similar situation? Because I think that's where it's the most valuable. What they do that we don't do is they sit on all of these boards and so they're listening to all these board meetings and discussions on various things. And so I try to see if there's some pattern that they've recognized. Oh, yeah, we've dealt with this before. When you're acquiring this business, you should be careful about X, Y and Z because this was a mistake this company made. So I'm basically trying to hear stories. So I try to more solicit stories from them, etcetera. 

Speaker 3
And then look, if they don't have that much to add, then I will kind of cut it short and then move on to like, you know, it is what it is. Like, you can't, you know, if there's only so much they can contribute, then there's no point in like, you notice that they're out of their kind of elements now. That's one reason why, you know, making sure that there's having board members that have also run companies can be really helpful. So for like the independent seats, et cetera. So when we brought on Carlyle, we expanded the board. And what we find is very helpful is by having an operator join. 

Speaker 3
So someone who's like scaled a go to market organization, someone who's run product, I feel like theyre going to have some pretty interesting contributions as part of that conversation that a private equity person whos never run a company is going to struggle to talk about. Whats the challenge of managing somebody or an executive or something like that. 

Speaker 4
Thanks. All right. 

Speaker 1
This conversation could go on and I wish that we could. I'm going to ask us to start wrapping up. And first of all, thank you, Vin, and for running this conversation, bringing the six lessons that you brought us today. And I'm sure that if anyone wants to be in touch with you'll be more than happy to get any follow ups from this group. Lauren's also going to post the schedule for upcoming. Our next topic is next week on healthy self talk with CTO of Greenhouse Mike Buford, who will be presenting and excited about that. He had recently was interviewed for first round for their in depth podcast and it's going to be coming out around Thanksgiving. So he'll be sharing that. 

Speaker 1
Let's get anyone who wants to share a takeaway, get into the chat or you're welcome to say it out loud, or a small group. I'd love to hear what are, what's like the top line thing that you're taking from this conversation? 

Speaker 7
Or may I take the part about the good news, bad news? I think that's always a good reminder how to master that. 

Speaker 1
Absolutely. Thank you, Aaron. Anyone else? Anton, Fernando board is not your boss. 

Speaker 4
Yeah. 

Speaker 1
Is not. Not your boss, Anton. Or is that just a double nut? The board is not your boss. 

Speaker 4
That was a typo. 

Speaker 1
Sorry. All good? Absolutely. 

Speaker 4
Yeah. 

Speaker 5
One thing, we didn't cover too much today, but I wanted to ideally, but. 

Speaker 4
I weave it in and the answer. 

Speaker 5
Is how do you increase your leverage with the board? 

Speaker 4
Right. 

Speaker 5
And apart from just delivering just quotes. 

Speaker 4
Delivering not a question but just a. 

Speaker 5
Statement, tying your executive team to you. 

Speaker 4
Right. 

Speaker 5
You don't want to have to threaten it overtly, but if you leave, the executive team goes with you. And to your point, Vin, then it's an even bigger disaster. 

Speaker 4
Right? 

Speaker 1
Yeah. 

Speaker 3
Yeah. I just have found that you think that's true. The reality is not as true as you think, no matter how close they are, because they have jobs, they have families, they have mortgages to pay. And so they're not really that. Where are they going? You know, like, so the Jerry Maguire thing, I think, is very real. Where it turns out one person joins you, I think you hit it right on. The best way to increase leverage with your board is for them to be like, please, I don't want anyone else running this company. Like, it would be a disaster for me. Like, this is good in my life. Let me focus on all the problems. And the best way to do that is to deliver great results and have trust with them. 

Speaker 3
And I think that's the best way to do it is just deliver, deliver. 

Speaker 1
Yeah. All right, everyone. Thank you all. Hope to see you soon. Anyone who's interested in leading a roundtable, I'm working on the Q one schedule, so be in touch if there's something that you would like to bring to the community. And thank you again, Vin. Thank you, Lauren, and see you all soon. 

Speaker 4
Bye, everyone. 

Speaker 7
Thank you. Bye bye. 

Speaker 2
I hope you enjoyed this venwise roundtable. 

Speaker 1
If you want to be in touch. 

Speaker 2
With the speaker or if you have a request for a future roundtable topic, reach out to Lauren levy@laurenwise.com. I'm Maya Dolgan. 

Speaker 1
Thanks for listening. 

