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Venture Org Design - From the Lab to a
Listed Entity

THE ORGANISATION
MORPHOLOGY:

“Each species is a
masterpiece, a creation
assembled with extreme
care and genius”

- E.O.Wilson-Naturalist,

Conservationist  and
Father of Biodiversity

The Org Persona:

Each organisation’s

- persona has a distinctive

Sudhir Rao identity and character,
Managing Partner-India shaped by its mission,
Celesta Capital values, culture and its

stakeholders. It embodies
how the organisation presents itself internally and
externally to its stakeholders, customers, and the public.
A strong org persona aligns with its core purpose, guiding
principles, and overall corporate brand identity.

People Composition:

At different stages of growth (from startup to a larger
entity), the team composition evolves significantly.
Initially, it might start with a small, core founding group and
early employees who wear multiple hats and are deeply
involved in all aspects of the business. As the organisation
scales, specialized roles emerge across functions such as
R&D, technology, engineering, manufacturing, delivery,
operations, sales, marketing, HR, and finance. The
competency and composition of the team influences the
organisation’s ability to innovate, execute its strategy, and
adapt to market changes.

From Single Notes to an Ensemble to the Orchestra:
We can anticipate an evolution of the organisation’s
talent, teamwork and collaboration capacity at each stage
of growth as we witness in musical formations :

* Single Notes (Early Stage):

o Individual efforts and ideas come together, often
informal and experimental.

* An Ensemble (Growth Phase):

o Teams start working together cohesively, each
contributing their expertise towards common
goals. There’s more structure and coordination,
as some repetitive rhythmic functions develop.

e The Orchestra (Mature Stage):

o Teams operate like a well-honed orchestral
formation, with clear leadership, seamless
coordination, and synchronized efforts across
instruments. There’s a strong emphasis on
efficiency, productivity, and achieving collective
success, where one team leads and another
follows to a beat, each giving way to the other to
produce a symphony.

Growing from 10 to 1000 People:

Many companies would need people to scale themselves
as tasks get repeatable which need personnel. Starting
small (perhaps with just a handful of founders) and scaling
up to hundreds or even thousands of employees requires
strategic workforce planning, effective leadership, and
robust HR practices to maintain cohesion and culture
amidst growth. Often market forces could also seek
shrinking and right sizing parts if not the whole organisation.

The Evolving Stakeholder Base:

Stakeholders evolve from early-stage investors, founders,
and initial customers to include a broader spectrum such as
employees, suppliers, partners, regulators, communities,
and the public. Managing stakeholder relationships
becomes increasingly complex as the organisation
grows, requiring clear communication, transparency, and
alignment of interests.

Shareholders could change to cater to each Risk
spectrum :
Potential investors face risks in terms of financial
performance, market volatility, governance issues, and
strategic decisions. As the organisation progresses from
a startup to a listed entity, managing different shareholder
expectations becomes critical. This involves providing
timely and accurate financial information, adhering to
regulatory requirements, implementing effective risk
management practices, and maintaining shareholder trust
and confidence. What's important is that shareholders
come from their own investment raison d’etre, risk, return
expectations, liquidity, ability to invest and timeline while
Each of these elements contributes to the organisation’s
morphology - its structure, behaviour, and capabilities -
as it evolves from its early stages to becoming a mature,
listed entity. Integrating principles from evolutionary
biology, such as adaptation and survival of the fittest, can
provide insightful parallels to navigate the challenges and
opportunities at each phase of growth.

THE ‘START’ PHASE:

“Natural selection is anything but random. It is the
differential survival and reproduction of individuals
due to differences in phenotype.”

- Richard Dawkins - Zoologist and Secular Humanist

In the “Start Phase” of an organisation’s lifecycle, the
focus is on establishing a strong foundation and setting
the stage for future growth and success.

Genetic Makeup at Founding:

Just like in biological evolution, the genetic makeup of
an organisation at its founding is crucial. This includes
the fundamental principles, vision, mission, and values
set by the founders. These elements form the core DNA
of the organisation, influencing its culture, strategy, and
decision-making process throughout its lifecycle.
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- Founders:
o Founders are the visionary leaders who initiate

- Evolutionary Perspective:
o From an evolutionary standpoint, successful

the organisation, often driven by a compelling
idea or opportunity. Their entrepreneurial
spirit, expertise, and leadership shape the
initial direction and culture of the organisation.
Founders typically bring a combination of
compassion, industry knowledge, passion,
risk-taking ability, and resilience necessary to
navigate the challenges of starting and scaling a
new venture.

- Founding Team + People for:
o Beyond the founders, the founding team consists

of individuals who complement each other’s
skills and capabilities. This team is instrumental
in laying the groundwork for the organisation’s
operations, from developing early prototypes
to establishing initial customer relationships.
Hiring the right people early on is crucial, as
they contribute to the organisational culture and
collective intelligence necessary for innovation
and growth.
= Product / Service Differentiation:

e Successful organisations differentiate
themselves by offering unique products
or services that meet unmet needs or
solve existing problems in the market.
This differentiation could be based
on technology innovation, superior
quality, customer service excellence,
pricing strategy, or a combination
thereof.  Early-stage differentiation
helps attract initial customers and
establishes a competitive advantage in
the marketplace.

o R+D / Technology / Engg / Mfg / Delivery /

Ops:

= Investing in R&D, technology, engineering,
manufacturing, delivery, and operations
is essential during the start phase. This
infrastructure  supports  product/service
development, ensures scalability, and
enhances operational efficiency. Efficient
operations and robust delivery mechanisms
are critical for meeting customer demands
and sustaining growth.

o Product / Market / Customer / Consumption

Fit:

= Understanding the product-market fit is
crucial for early-stage organisations. It
involves aligning the product or service
offering with the needs and preferences
of the target market segment. Customer
feedback and market validation are key
in refining the product/service to ensure it
meets customer expectations and achieves
sustainable demand. Consumption fit refers
to how well the product/service integrates
into customers’ lifestyles or business
processes, ensuring ease of adoption and
continued usage.

organisations in the start phase exhibit traits
such as adaptability, resilience, and a capacity
for rapid growth. They capitalize on opportunities,
iterate based on feedback, and continuously
evolve their strategies and offerings to survive
and thrive in competitive environments.

By focusing on these foundational elements—genetic
makeup, founding team dynamics, differentiation,
operational capabilities, and market alignment—an
organisation sets itself on a trajectory for growth and
evolution, mirroring the principles of natural selection and
adaptation articulated by Richard Dawkins.

THE ‘SCALE’ PHASE:

“Life is a matter of choices, and every choice you
make, makes you.”
- John Maxwell - Leadership catalyst and coach

In the “Scale Phase” of an organisation’s development,
the focus shifts from establishing a foundation to expanding
operations, increasing market reach and market share,
and managing complexity.

First Customer to 1st 1000 and the journey to the First
Million:

The scale phase marks the transition from securing initial
customers to expanding the customer base significantly.
This growth trajectory involves scaling marketing and
sales efforts, optimizing customer acquisition strategies,
and ensuring customer delight to drive repeat business
and referrals where the customers drive future sales.
Scaling from the first few customers to thousands or even
millions requires scalability in service delivery, and robust
customer support systems.

@Scale:

Operating at scale involves ramping up production
and service delivery capabilities to meet increasing
demand without compromising quality. Investments in
infrastructure, technology, and human resources to handle
larger volumes efficiently should be planned. Scalability
also extends to organisational processes, IT systems,
and logistics to support growth while instilling operational
excellence.

Vendor / Service Provider Base:

As the organisation scales, it relies on a network of
vendors and service providers to support its operations.
Building strategic partnerships with reliable suppliers
ensures continuity of supply, quality assurance, and cost
efficiency. Managing vendor relationships effectively
becomes crucial in negotiating favourable terms, ensuring
compliance with standards, and mitigating supply chain
risks.

Regulatory + Compliance - Standards Setting:

Navigating regulatory requirements and compliance
standards becomes increasingly complex as the
organisation grows. Establishing robust regulatory

compliance frameworks ensures adherence to industry
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regulations, legal requirements, and ethical standards.
Setting internal standards for quality control, safety,
data privacy, and environmental sustainability not only
mitigates risks but also enhances reputation and trust
among stakeholders.

Governance:

Effective governance structures and practices are
essential for maintaining transparency, accountability,
and ethical conduct within the organisation. Establishing
a clear governance framework with defined roles and
responsibilities for the board of directors, executive
leadership, and management teams is an imperative.
Good governance fosters strategic decision-making, risk
management, and long-term sustainability, aligning with
shareholder expectations and regulatory mandates.

Leadership and Choices:

John Maxwell’s quote above emphasizes the importance
of leadership in making informed decisions that shape the
organisation’s trajectory. In the scale phase, leadership
plays a pivotal role in prioritizing growth opportunities,
allocating resources wisely, nurturing talent, and fostering
a culture of innovation and continuous improvement. Each
decision made during this phase impacts the organisation’s
ability to navigate challenges, capitalize on opportunities,
and sustain growth momentum.

The scale phase represents a critical juncture where
organisations expand their footprint, optimize operational
efficiencies, and establish themselves as market leaders.
By strategically managing customer growth, scaling
operations and fostering strong governance practices,
organisations can navigate complexities and capitalize on
opportunities for long-term success.

THE ‘SUSTAIN’ PHASE:

“It is not the strongest that survive, nor the most
intelligent, but the one most responsive to change ”

- Charles Darwin - Evolutionary biologist

In the “Sustain Phase” of organisational development,
the focus shifts towards ensuring longevity, adaptability,
and sustained relevance in a dynamic and VUCA world.

Micro Cap to Large Cap:

This phase typically involves significant growth in market
capitalization, reflecting the organisation’s successful
expansion and market acceptance. From being a micro-
cap company with a smaller market presence, the
organisation scales up to become a large-cap entity with
broader market reach, increased visibility, and potentially
greater financial stability.

Independent Institution:

Becoming an independent institution signifies the
organisation’s maturity and autonomy. It implies less
reliance on external support or partnerships for core
operations and strategic decisions. Independence allows
the organisation to shape its own destiny, innovate freely,
and maintain a distinct identity in the market.

Innovation to Independent Institution:
While innovation remains crucial throughout its lifecycle,
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in the sustain phase, the focus shifts to sustaining
innovation—continuously improving products, services,
and processes to meet evolving customer needs and
market trends. Independence in innovation allows the
organisation to lead rather than follow, staying ahead of
competitors and setting industry benchmarks.

Board:

Establishing a strong and diverse board of directors
becomes essential for effective governance and strategic
guidance. The board provides oversight, sets long-term
goals, monitors performance, and ensures alignment with
stakeholder interests.

Peer Review:

Engaginginpeerreview processespromotestransparency,
credibility, and continuous improvement within the
organisation. Peer reviews can involve benchmarking
againstindustry standards, seeking feedback from industry
peers, participating in collaborative research or innovation
initiatives, and sharing best practices. This external
validation helps validate the organisation’s capabilities
and fosters a culture of learning and excellence.

Shareholders:

Maintaining strong relationships with shareholders is
critical in the sustain phase. This includes transparent
communication, delivering consistent financial
performance, adhering to governance practices, and
addressing shareholder concerns effectively. Engaged
and satisfied shareholders contribute to long-term stability
and confidence in the organisation’s future.

Adaptability and Change:

Charles Darwin’s quote underscores the importance of
adaptability in the sustain phase. Organisations that thrive
are those capable of responding quickly and effectively to
changesin marketdynamics, technologicaladvancements,
regulatory shifts, and consumer preferences. This
requires agility in decision-making, flexibility in operations,
and a willingness to embrace innovation and continuous
improvement.

The sustain phase represents a period of consolidation
and evolution for organisations, where they strive not only
to survive but to thrive in a competitive landscape. By
progressing from micro-cap to large-cap status, achieving
independence, fostering innovation, strengthening
governance with a robust board, embracing peer review,
and prioritizing shareholder relations, organisations can
navigate challenges, seize opportunities, and maintain
relevance over the long term. This phase encapsulates
the essence of Darwin’s principle—that adaptation and
responsiveness to change are key to sustained success
and survival in any ecosystem, including the corporate
world.

THE INNOVATIVE INSTITUTION PHASE:

“Nature is ever at work building and pulling down,
creating and destroying, keeping everything whirling
and flowing, allowing no rest but in rhythmical
motion, chasing everything in endless song out of
one beautiful form into another”

-John Muir - Ecological thinker, Environmental

philosopher and ‘Father of America’s National Parks’
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Adaptation and Evolution e Ecosystem Integration:

In this phase, the organisation transcends traditional
boundaries to become a paragon of innovation and
institutional excellence.

e Culture of Innovation:
The organisation fosters a culture where innovation is
not just encouraged but embedded into every aspect of
its operations. This involves continuous improvement,
embracing emerging technologies, and anticipating
market shifts.

e Strategic Partnerships:
Collaborations with academia, industry leaders,
and research institutions become pivotal. These
partnerships fuel breakthroughs in technology,
sustainability, and market expansion.

¢ Global Reach:
From local success to global impact, the institution
expands its footprint across international markets. This
involves navigating diverse regulatory environments,

The institution becomes an integral part of the broader
business ecosystem, influencing industry trends,
setting benchmarks for excellence, and nurturing the
next generation of talent.

Key Success Factors:

e Agility and Adaptability:
o Rapid response to market changes and
technological advancements.
» Strategic Vision:
o Clear long-term goals aligned with evolving market
dynamics.
¢ Talent Magnet:
o Attracting and retaining top talent across diverse
disciplines.
¢ Risk Management:
o Proactively identifying and mitigating risks to
ensure sustained growth.
¢ |Innovation Pipeline:
o Continuously innovating to stay ahead of
competitors and meet evolving customer

adapting products/services to local needs, and building expectations.
a resilient supply chain.
Conclusion:
e Conscious + Ethical Leadership: As the organisation evolves from a startup to an

Upholding  ethical standards and corporate innovative institution, it exemplifies Darwin’s principle of
responsibility becomes non-negotiable. The institution adaptation. By staying responsive to change, fostering a
leads by example in sustainable practices, social culture of innovation, and maintaining ethical leadership,

impact initiatives, and transparency in governance. it not only survives but thrives in a competitive landscape.
This journey from the lab to a listed entity is a testament
¢ Investor Confidence: to the organisation’s resilience, strategic foresight, and

As a listed entity, maintaining investor confidence is commitment to excellence.

crucial. This involves clear communication, robust
financial management, and delivering consistent value
to shareholders.
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