
©  2019 Arthur A. Boni, Ph. D. All 

r ights reserved.

1

Building &  Grow ing 
Entrepreneuria l Team s

the m ost  im portant  predictor of success

Arthur A. Boni, Ph. D.
John R. Thorne Dist inguished Career Professor

of Entrepreneurship

w / contr ibut ions from  Laurie R. W eingart , 
Ph. D. 
Richard M. and Margaret  S. Cyert  Professor of 
Organizat ional Behavior and Theory

I nter im  Provost  at  Carnegie Mellon 

Tepper School of Business

Carnegie Mellon University

June 2019



References

 Boni and Weingart , “Building Team s in 
Ent repreneurial Com panies” , J. 
Com m ercial Biotechnology, Vol.18, No. 
2 (2012)

 Boni, Weingart  and Todorova, Chapter 
7, “Building, Managing and Mot ivat ing 
Great  Teams”  in Shimasaki (Editor) , 
Biotechnology Ent repreneurship, 
Start ing, Managing and Leading Biotech 
Com panies, Elsevier (2014)  

©  2019 Arthur A. Boni, Ph. D. All 

r ights reserved.

2June 2019



On Team w ork

The st rength of the team  is each 
individual m em ber...the st rength of 
each m em ber is the team .

 Coach Phil Jackson - Chicago Bulls &  

Los Angeles Lakers ( 1 1  NBA t it les)
( now  President  of New  York Knicks)
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On Know ledge- Based Ventures

 “Your m ost  precious possession is not  

your financial assets. Your m ost  

precious possession is the people you 

have working there, and what  they 

carry around in their heads, and their 

abilit y to work together.”

 Robert  Reich – form er Secretary of Labor

(now at  UC Berkeley, School of Public Policy)
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From  I dea to Opportunity
Creat ing Value
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Concept ion

Startup &

Developm ent

Market  Ent ry 

& Growth

Maturat ion

Build a Product / Market
Add Value/ Reduce Risk

Build a Team
Add Value/ Reduce 
Risk

Seed Funding
Bootst rapping, 

Angel, Governm ent   

&  public- private

partnerships

I deat ion

I nnovat ion/ Com pany Life Cycle
Technology, Tract ion, Team
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I nspirat ion I m plem entat ion

Funding

VC, Corporate

I nvest ing
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“ startups are not  versions of larger 

companies”  – Steve Blank

 “a startup is a temporary organizat ion in 
search of a scalable, repeatable, profitable 
business m odel”

 Requires different  rules, roadmaps, skill sets, and 

tools to m inim ize r isk and opt im ize chances for 
success

 Experim entat ion to dem onst rate product / m arket  fit

 Custom er feedback over intuit ion

 I terat ive design over t radit ional developm ent

 Product / service – m arket  – business m odel 

 Build the extended team  increm entally
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Quote from  Eric Ries

 “A hum an inst itut ion designed to create 
new products or services under 
condit ions of ext reme uncertainty”

 “Works in a company of any size, in any 
sector or indust ry”
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“Evolut ion &  Revolut ion
as Organizat ions Grow ”
Greiner, HBS Reprint  9 8 3 0 8

 Companies go through mult iple 
stages as growth occurs

 Each phase begins with a period of 

evolut ion (steady growth and stabilit y)

 Each phase ends with revolut ion
( turm oil and change)

 What  led to growth then t r iggers 

instabilit y
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Creat ivity/ Leadership

Direct ion/ Autonom y

Delegat ion/ Control

Coordinat ion/
Red Tape

Collaborat ion?

Five Phases of Grow th

Size

Evolut ion/
Revolut ion

Stage
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Market  
Focus; 

Custom er 
Centr ic

Rew ard 
Contr ib

ut ion

Autonom y

Risk

Building an Organizat ion
I nclude diversity for  innovat ion 

Collaborat ive
I nterdisciplinary

Diverse

Open I nnovat ion &
leadership throughout

Adapt ive Learning
Lean and agile
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Att r ibutes of an Effect ive Organizat ion
Culture

“How  GE Teaches Team s to Lead”, HBR Jan 2 0 0 9

Challenge/ I nvolvem ent

Freedom

Trust /
Openness

Tim e for  I deas

Playfulness/ Hum or

Conflict

I dea
Suppor t

Debate

Risk 
Taking
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W ork Tasks to be Perform ed

Discover  &  
validate 
need

MVP 
developm ent

Fund raising

People Skills Needed

Market  
developm ent

Product  
developm ent

( product /

m arket  fit )

Test

Manufacture

Processes 

Team  and 
advisor 
collaborat ion

Market  launch 
and grow th

Change 
m anagem ent

Key Considerat ions for  Team  Building
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Startup and Early Stage Team s 

 The Team is the most  important  
predictor for company success –
tech/ biotech/ m edtech com panies!

 Failure rates at t r ibuted to team , m arket , 

technology, m arket?

 The Team is broad, and consists of

 Founders  2(3)

 Then, build out  technology, business team s

 Advisors ( for technology, business, legal)

 Directors ( investors and independent )
June 2019
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W hat  do you need from  the team ? 

 Expert ise, Networks, Perspect ive, 
Diversity 

 Access to people, capital, partners, 

m arket / custom ers

 Access to counsel and expert ise for I P, 

regulatory, reim bursem ent

 Advice, experienced perspect ive, 

m entoring/ coaching

 Adherence to plan, changes to plan, 

fiduciary responsibilit y  
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The Three Essent ia ls of an 
Effect ive Team
Ref. Jim  Billington, HBS U9 7 0 1 A ( 1 9 9 7 )

Com petence (skill)

Com m itm ent  (will)

Com m on goal ( fit )
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Com m itm ent / Com m on Goal

Shared dedicat ion to 
achievem ent  of specific 
perform ance goals

Shaping a purpose owned 
by all

Shared ownership (and 

rewards)
©  2019 Arthur A. Boni, Ph. D. All 
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Team  Mem ber Character ist ics

 Knowledge/ Skills/ Experience
 Market / I ndust ry/ Domain specific experience

 Previous experience in building ent repreneurial 
com panies

 I nterpersonal Skills
 Team  oriented;  works well with people in cross 

funct ional team s  diversity

 Good com m unicat ion skills

 Shared value system
 Can be t rusted (also liked and respected)

 A sense of com m on purpose and vision

 Check egos at  the door!

 Good sense of hum or
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Diversity is Good ( Necessary)

 Many skill sets & perspect ives will be 
required to build a successful 
company
 Gender, ethnic or igins, disciplines, etc.

 Act ively m anage the diversity – don’t  
leave synergy to chance
 Don’t  hire everyone who has sim ilar skill 

sets and experiences!

 Hire those who com e from  “big 
com pany” backgrounds – “ fit ”?
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Talent  - hir ing is the m ost  im portant  
thing you do ( E. Schm idt  &  J. Rosenberg, 

“How  Google W orks”

 Hire “infected people”

 Passion and com m itm ent

 Measure passion thru observat ion of 

persistence, gr it ,  absorpt ion 

 Use a peer- based process for hir ing 

“creat ives”

 A workforce of great  people at t racts 
more great  people
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Mot ivat ing Factors Vary

 Then provide environment  where 
people know that  their cont r ibut ions 
are valued and rewarded

 Working condit ions, interpersonal 

relat ions, com pensat ion,policies, 

recognit ion,honest  perform ance 

evaluat ion and feedback

 The challenge of the work itself

 Abilit y to m ake a difference, change the 

world
June 2019



Transit ion to Panel Discussion
from  “pat terns” to pract ice

 Three Broad Topics

 Building the Team

 Building the Culture

 Leading Change
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Building the Team

 Founders +  key team (early stage)
 Part - t ime mem bers (university t ies and 

conflicts)

 Balancing science and  
commercializat ion

 Validat ing the technology/ business 
m odel – product / m arket  fit

 Building and working with your BOD, 
SAB, advisors – building your network

 Compensat ion & Cap St ructure I ssues, 
Managing Equity
 Founders, later key hires  - vest ing and 

opt ion pools
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Building the Culture

 Team  dynam ics, processes and values

 Creat ing and maintaining a product ive work 
environm ent  and com pany culture that  values 
the m ission that  mat ters skill,  will,  fit

 I ncluding diversity from  day one as a building 
block of the culture  associat ive thinking is an 
im portant  part  of the “ I nnovator ’s DNA”

 Extending the network to enhance innovat ion 
 embrace openness and inclusion ( ideas can 
come from  anywhere)
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Leading Change

 Leadership through stages and 
t ransit ions

 Dealing with “Evolut ion and Revolut ion”
 Growing the team , subt ract ing from  the 

team

 “The ent repreneur always searches for change, 
responds to it  and pursues it  as an opportunity”  
– Peter Drucker
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Fram ew ork for  Panel

 Building the team
 Founders +  key team  m em bers

 Part - t ime members (university t ies and conflicts)

 Building and working with your BOD and SAB

 Balancing science vs. com m ercializat ion
 Role of the CSO/ CTO

 Managing through stages and t ransit ions
 “Evolut ion and revolut ion”
 Growing the team , subt ract ing from  the team

 Team  dynam ics and process
 Creat ing and m aintaining a product ive work 

environm ent  and com pany culture

 Com pensat ion I ssues and Managing Equity
 Founders, later key hires  - vest ing and opt ion pools
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