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Intro (01:24)
Nuno: In today’s episode, we will be discussing the impact of COVID-19 and the pandemic. Specifically, we will go through an introduction. We are recording this on April 16th so the
numbers that we have today, we will also talk about what the future holds.
We will be sharing the opinions of several people that we’ve been reading as well as our own opinions. We will be discussing the core assumptions economically and how the world
is supposed to recover from this. We will discuss the longterm impact of COVID-19 in our own view, and how do we expect to be exiting this pandemic?
We will talk about the impact to venture capital firms in their own fundraising, in their own operations. We will discuss the impact on startups, how and where they play, their markets,
their operating models, the complexities that they’re going through. And finally, we will finish with the impact on board of directors and governance in these companies. We will, be
splitting this episode into two so that it is more digestible. We will not be talking about the scientific ramifications of COVID-19, we are not experts in that space and therefore we will
stay away from those discussions.
Bertrand a diﬃcult start to this episode, it is the end of the world as we know it. The REM song is a little bit happier than this, but in some ways it is the end of the world as we know
it.
Bertrand: But it is not the end of the world. Hopefully, we are going to grow back. It’s definitely tough times. As of today, we have more than 2 million cases, confirmed. Close to
150,000 dead. It’s really, really, big numbers. It’s amazing the change in society that have happened over the past few weeks, few months, since early January, since it was starting
from Wuhan in China. Expanded to China, and then expanded step by step to the rest of the world. We saw Europe, we saw US, and many other countries are going to get even more
impacted from South America to Africa.
It’s an event like you have every 50 or 100 years. So, it’s a very, specific moment in time and, a surprising timing for us launching our podcast. Nuno?
Nuno: It’s been an interesting, and by interesting, obviously we can’t really minimize the tragedy of what is going on. The stress that is basically affecting all our infrastructure
hospitals, food supplies, the effect that we’re having in our own lives as people are locked down, they’re sheltered in place.
So in this episode, although we will talk about a lot of things that we hope to be hopeful about and more positive about, we did want to start in this more somber note of
acknowledging all the deaths and all the people that have been affected dramatically by the virus already, and those that still will be affected by it.
So today, everything that we will share with you is our own opinions as best informed as they are at this point in time.
Bertrand: Hopefully having both lived and worked across US, Europe and Asia, having lived in China many years, we have some level of global perspective on all of this. Myself, I’ve
been following quite closely the situation since late January, since the quarantine was oﬃcial in China.
And it gives us some perspective on where do you go next, and specifically, Asian countries went through that first, not just through COVID-19, by the way, but through other
episodes from SARS, to MERS, to different type of epidemic in the past. So, in many ways, they were also the most prepared for this type of situation.
Nuno: And in some ways we’ve been blessed. We have people that are very good friends, even in some cases, family members, that are based in Asia, that have gone through this as
the first blunt, hit China, and we’ve gotten a lot of feedback. Both of us have been very conservative in how we’ve approached mobility in the time of COVID.
We both went into shelter in place, pretty early on, actually, even before Northern California, started shelter in place. We had an interesting exchange of devices and equipment to
record the podcast at a distance already. And so I think for us, people that have connections to other parts of the world , we have treated the situation with the due respect that it
deserved. And we’ve been both been in very strong shelter in place now for over four weeks.
Bertrand: Yes, definitely, I think we were probably more prepared than most. It’s not just our global perspective, perspective of China, but also the fact that we understand numbers,
or at least, we try to understand numbers. And definitely, there was a lot to be scared from the numbers coming from COVID-19.

Section 2 – What the future holds (02:36)
So, it’s time to go into our section around what’s going on, what’s going to happen on the very short term in term of shelter in place, how long will it stay there, how is life going to
change around the coming few weeks or months. Again, we don’t have a crystal ball, but we will try to share some informed perspective based on what we have learned over the past
few weeks, especially from other countries, and the the latest from the news.
Nuno: I think the level of preparedness that we have seen work, does command a very strong discipline around a few dimensions and we can go into them. One is the dimension
around testing that testing is readily available because if we can’t test people either for antibodies or if they’re infected, it’s very diﬃcult to know who’s out there that’s already
infecting other people.
So the ability to let people out of shelter in place depends very strongly on the testing infrastructure available to have tests and other mechanisms to make that work. So that is
clearly something that we would be looking at in the case of the countries that are still in shelter in place or in lock down equivalents.
Bertrand: Yes, as you say what we have learned from Asian countries is definitely that you have to do a lot of tests , you have to be able to track and trace, what has been happening,
people who got infected. So, there is a lot of tools that have been already discussed, in some case vetted. We have just seen actually, recently Google and Apple, working together to
build better apps, to help track, who you met through your smart phone using Bluetooth connections.
I think there has been quite a few weeks where it was not really clear where we were going. But it’s starting to be more and more clear what would be the criteria to reopen states and
countries. And not just by looking at what Asian countries have done, but by listening to what our governments are telling us right now across Europe or in the US.
We just have actually today, President Trump talking about opening up America again, sharing guidance of what states should we looking at, when they decide to reopen. What
different level of opening you could do: a phase one, a phase two, a phase three. And we have seen similar things in France, in Europe. With many countries trying to put a date
around, sometimes in May, sometimes in June. I think no one is really sure. Governments who give you precise dates are probably, either wrong or trying to just share their best
estimate.
I think what is key is understand this criterias and what it means. And therefore, you would get a better understanding of: will this state potentially change, get delayed. And that will
help you make the right business decision.
I think another piece that is quite key is to understand what means reopening, leaving a shelter in place. It doesn’t mean we go from black to white, in a minute. It will be a gradual
release. And if things go wrong, and I’m sure they will go wrong in some states and countries, there will be some level of rollback to some previous measures.
And that will be some things to be very careful in term of our understanding of where we might end up because all of these parameters might change, might be readjusted. And
might depend on decisions by state, by countries. All will have their own approach to manage this. And some might be doing it really well, some might have some more issues.
Some might try to favor a lot more personal freedoms, some might not care as much about that. So, there will be different roadmaps by different countries. And we need to
acknowledge that.
And maybe a last point is that, obviously, what’s going to give us our full freedom back again is getting access to either extremely good treatment that limit the level of pain and
death we get from that virus, and ultimately having a good vaccine. I think it’s pretty clear for everyone following this, that’s really the criteria to going back to true normal.
What we are going to experience in a few weeks will be a new normal. A very different normal than what we are used to. But the real back to normal, we are probably talking about
sometime in 2021, and it’s really diﬃcult to be more precise at this stage until we understand what’s working, what’s not working in terms of medication and vaccine.
Nuno: Very good. So, if I summarize a little bit of what you said, a couple of important points. One the notion of testing, two the notion of track and traceability, the ability to track
people and to know where they’ve been and how they’re moving. And then a lot of notion around enforcing mobility, enforcing certain rules in a staged manner.
I do think we’re not going to go back to a normal, this normal is going to be a different normal. We’ll talk about it in sort of long term scenarios in a bit. So I won’t to advance that
discussion at this stage, but certainly, my belief is that in Northern California, for example right now the assumption is that we would be in shelter in place until May 3rd. I think it will
be prolonged. I think we’ll be in some sort of shelter in place until at least June. And we will see what happens after that. There will be a staged approach to this, I’m pretty sure by
most States, by a lot of countries.
And if we look at where do we end after all of this? The interesting piece for me is: it’s still very unclear what the bounce back will be: the reinfection, how people will interact with
each other. And so for me, that is one of the most interesting aspects here. This will fundamentally change humanity and how we interact.
Again, we will talk about that in the next section or in the next two sections. But for me, that’s the interesting piece of this: the behaviors that we have today certainly will not be the
behaviors that we will have in the next six months to 18 months.
Bertrand: And actually after 18 months of these uncertainties, there’s also a bigger question around: we talked about going back to the normal we were used to, but will it even be the
case? Will it even be the case because, as we can see, we start to do a lot more work from home … We have changed our habits. When you change your habits for 6, 12, 18 months,
and not just you but everybody around you, where we start to have a different approach to life: what do we want to do during our vacation? Do we want to do less travel, more travel?
Do you want to keep working from home, or we just hated it so [laughs] much that we want to go back to the oﬃce as fast as we can?
I don’t think I have answers to this. What I know is that there are a lot of big question mark, and that will shape, what will be successful in the coming decade in terms of startups,
technologies, business models, and verticals.

Section 3 – Economic Impact (12:03)
So, I think, to better understand where we are going, we need to have a bit of sense of where the economy’s going to be. So, again, we have some assumption around when do we
leave shelter in place. What does it mean to leave shutdown in place?
If I’m looking at, for instance, initiative from the White House, phase one means you still work from home and schools are not yet reopened. If I look at phase two, schools might start
to reopen, but you still work from home, at least, if you can work from home. It’s only in phase three that it’s okay to go back to the oﬃce if you did not require physical presence at
the oﬃce.
So it’s clear that there are some change in how we are going to work, and not just for a few weeks, but for longer than that. So as a result, economists have started to plan what does
it mean for the economy.
Nuno: I was just gonna say that right now governments are stepping back and going into planning mode, into waterfall mode as I’m calling it, but in effect, as we’ve seen in several
of the markets that have come out of it, this will go back to agile at certain point in time, it will go back to block and tackling. So as many plan as they can do in terms of phasing and
what’s next, we’ve seen a lot of variables take everything out of the game, and move the whole game to a different dimension. So in some ways, it’s interesting that finally
governments are planning and saying, these are the stages we’d probably gonna go through.
From what I know, the announcement today by President Trump, is very similar to that made by several governors, in the States that had early, shelters in place. So that’s, good
alignment. I suspect that we will end up in a very different place, that this will become agile pretty quickly and the waterfall will go down the drain somewhere down the road, which
is not necessarily a bad thing because, what we’ve learned through this is we need to adapt really quickly our processes and we need to really ramp up things pretty quickly.
Bertrand: I think they actually acknowledged that each State will make decisions themselves. And each state will probably make a county by county, type of decision as well. We have
seen in California, for instance the Bay Area, multiple counties went together to try to build a common response. We might also see coordination across states. We have seen
discussions around West Coast states, East Coast states. So I think we will see different approaches. But that’s true having a high-level game plan can help a lot better understand
each other. There will be a lot of confusion, people will not know where do they stand, that will be pretty painful. So I think it’s good to have that overarching framework. But I agree
with you, it will be very, very quickly in an agile mode.
If we go back into the economy. So, one thing is be worried about these economic predictions, because everything I’ve seen over the past two months kept changing. Initially, there
was no admission from the EU, from the IMF, from the US, that what was happening in China, would change the economic targets for 2020 by more than a decimal point.
That’s just two months ago. When you think about it, it’s crazy. I remember thinking, ” it’s crazy”, these guys don’t really get what it means when China is in trouble, and two, it was
making a very interesting assumption that the virus will have borders, which obviously it didn’t.
So when we look at the last predictions. What we can see today, is that a lot of experts are predicting 20, 30, 35% GDP decrease in the US in Q2, probably something similar in
Europe. After that, it becomes more muddy because you don’t know what it will look like Q3, precise enough. So Q3, Q4, it starts to be a lot of hope. So, depending on what you put in
your model there, it will have an impact for your estimates for 2020.
One of the most recent numbers was coming from the IMF is predicting a global contraction of 3% in 2020. To give you some perspective, there was barely, going to zero in 2009.
We are talking about levels of World War Two. So you have to go back not 10 or 20 years, but 70 years or 100 years to see any level of similar economic impact. And that’s, I would
tend to believe, estimates that are probably relatively optimistic.
Nuno: This is definitely the most dramatic economic crisis of our time. I would actually say it’s likely going to be the most dramatic economic crisis of any measurable time, of
anytime that we have measurements for. And in terms of the shape for recovery, I know there’s a lot of different views out there.
Is it gonna be yoyo? Is it going to be a V shaped? Is it going to be U shaped?
Bertrand: I like the Nike shape.
Nuno: The Nike shape, the “swoosh”, I am not macroeconomist. Neither are you Bertrand. My best guess is this is going to be a “U” shape, but a funky U shaped recovery where there
will be a strong recovery once things, start going back into a productive mode that is more closer to our previous normal, but it will take a long time to then really recovered from
where we were. It is clear that we were in one of the strongest ever equity markets, in the world. And therefore being at the top of the play and now dropping dramatically with this
black Swan event, the recovery will take its time for sure.
I believe also that the economic recovery will be very different from markets to markets. If we look at the economic recovery in China, which is already starting to happen, it will, I
think, give us some indications on what happens when industrial policy steps in, when consumption’s incentivized, et cetera, et cetera. So for me, that is an interesting thing to look
at.
But the real, real challenge, certainly in Western economies, is going to be when certain Western markets have seemed to have really behaved in a better way in terms of their public
policy response to COVID . How those markets start stepping in and how those markets start basically going to the next level.
Germany for me is actually a really, really good and important market to look at in terms of economic recovery. It’s a market that has done that incredibly well in policy, in dealing with
this pandemic, and it is going to be interesting to see how they really come out of this.
Bertrand: And they just announced some plans to reopen some part of the economy relatively soon actually. You talked about China , what was interesting was to read some of these
articles late March where suddenly the economy was back. People started to be back for work. And when we say back, we are talking about 80, 90%, not 100%. But still pretty good
versus what February was.
And then just after being back a few weeks to some level of normalcy, suddenly, the lack of demand from the West, from other countries started to impact. So, factories that were
reopening certainly were questioning what our true level of staﬃng needs to be, because it looks like going back to normal for staﬃng doesn’t make sense if Europe is not buying, if
US is not buying.
And obviously, Europe and US are still buying, but especially on the medical side. So China might go back to some level of normalcy on the health care side of their population. But
economically , it might start to already be impacted by other economies.

Section 4 – Long term impact of COVID-19 (18:41)
Nuno: And this is maybe a really good segue into talking about the long term impact of COVID into our lives, into the economies of the world, into countries.
Starting with a blindingly obvious. Services industry will never be the same. And looking at what’s happened to restaurants, hotels, where in effect we’re in the middle of
Armageddon. This is the Armageddon of hotels and restaurants, and a really sad one. This is the time where there will need to be a fundamental reinvention. We saw this in China,
just looking at the recovery of China when people getting out of shelter in place.
Restaurants were the ones that were having the most diﬃculty to recover, take out was available, but people were really shying away from going to restaurants. So the world that we
are going into, the world that we will move into, on the services side if we look in particular at a sub sectors, like again, restaurants, hotels, traveling will be deeply affected.
My strong belief is that business travel will never be the same. There will be a much higher bar to business travel going forward for any company of any dimension. People will not be
traveling as much as they do right now .
And you have alluded already to this, what will happen to work from home? What will happen for working remotely. We’ve now seen that we can actually be productive working from
home. In some ways, we can sometimes even be more productive working from home. I believe both you and I have felt that the last few weeks have been incredibly productive. We
get to work. We don’t need to commute. We don’t need to move context all the time. In terms of the location we’re in.
So for me, business travel is going to change dramatically. Working from home is the new reality. People will be working more and more remotely, and this will be a wildly accepted
reality of the world going forward.
Bertrand: Yes, I totally agree with you Nuno that there are big changes happening and we always have to think carefully, “okay what will be the change for the next 3 months, 12
months, beyond a vaccine?” basically. That’s really for me, the milestone I have in my mind, because that’s when people will be less scared. But again, you don’t go through these
months of stress without scars, and without changing your habits, and without having discovered, as you say, that some stuff are actually not so bad, like working from home.
In term of big shift also that we should talk before going too fast into tech, it’s clear that energy is getting cheaper. We have seen that there is less demand, and yes they tried to
decrease supply in parallel, but we saw it was not a smooth process. Russia, Saudi Arabia, we were definitely for a few weeks in an oil war. It might come back. It’s a better place
now, but it might come back. So, cheap energy, that will raise a lot of questions, because when suddenly energy is cheap, a lot of analysis on how you produce energy is changing,
because you compare everything to price of oil.
Another part is, what will be the reaction of some countries, vis-a-vis China, and their dependence to China? It’s clear that in Europe, in the US, there is review of, “Hey, should we
depend on some other countries for, our healthcare, for healthcare supplies, for our medicines, for our protective equipments?” I would expect most countries to decide, “We need
to have, that back either in our country, or at least at a regional, level.” expecting you depend on critical life, sustaining stuff from countries on the other side of the globe, I think that,
that will change. another thing is- Yeah. [laughs], yes [inaudible globe, I think that will change.
Nuno: Actually, I disagree with you on that. think there is now this nationalistic feeling we need to control production. We need to control factories. We need to make sure that we
have vital supplies.
I think the vital supply piece is definitely important. I need to make sure that I have enough reserves of medication, of equipment that is needed for our doctors, for our nurses in
place. And have those reserves really ready to go. Something that is happening right now, there’s a lot of political gamuts here where we see countries saying, well, China shouldn’t
be the factory of the world, it’s too centralized. Well, it’s actually not that bad that. China is the factory of the world because China recovered pretty quickly and it’s back into
production. And in some ways, I don’t know how many countries how long they will take to go back into becoming a factory, even for themselves in an environment where they would
control their own production.
So, I think right now there’s a lot of political gaming and a lot of discussions and sort of pointing fingers, and we need to take the central piece out of that. One, there’s the fact that
just taking away so much production, so much supply out of China into other markets would take a really, really long time.
It’s not something you do overnight. And two, even if you wanted to do it, would that make sense or not? With economies of scale that we know that the factory of world that China is,
currently has. So I know there’s a lot of debate. I know there’s a lot of political, throwing stones at each other right now.
Obviously a world where there will be a lot more planning, where there might be a little bit more advent of local and regional industry. But at the same time, I don’t see a world that
changes the “China as factory of the world” dimension
Bertrand: Sorry to be clear, I was just talking about the medical side. So the same way that the US, or Europe don’t depend on China for defense industry, I think we will see a new
perspective on depending on China on the healthcare industry side.
So, I don’t think beyond medical and healthcare, it will go much beyond the process we were in, and we have to remember that US was trying to shake things up in general. But my
take is that China in term of center of medical supplies, will probably change for at least the US, and Europe, and Japan, and a few Asian countries. Beyond medical, I don’t know, we
will see.
To go beyond that , what might change? Definitely there are a lot of questions, if you take movies for instance, no theaters release anymore for maybe months. We see movie
companies, production companies pitching desperately their movies to a Netﬂix and others because right now they are making no money, and they cannot keep it going that way. We
have seen theater release going to iTunes directly, at price that personally I felt were crazy by the way, paying $20 for a rental, I was not happy to do that, and I decided not to do that.
And there are other questions: education, what happens for kids that were supposed to graduate this year, how do you prepare next year? Will September, start of school be
possible? Some are saying, possible in June actually. So, education, online education is going to dramatically change, and it’s acceptance.
Another piece is of course healthcare. We have seen that. I have myself had to do a telehealth discussion with my doctor, we had an issue with our daughter, and basically it was not
possible to do that before. You couldn’t, do it. And so, just to be clear, the experience was not so great, given the software was barely working . I guess that’s to be expected in some
industries, they have trouble to pick the right technologies and tools, but this will change over time, and I’m very excited, and I really hope that Pandora box has been opened in a way
it will not close back. Let’s not forget in the US you have some crazy rules where doctors cannot work in one state, and provide advice in another state, that were big constraints for
remote medicine. That has changed, now they can.
So I definitely hope the genie won’t be put back in the bottle, because that’s good for everyone. And actually I’ve been amazed to see all this changes that were supposed to take
years, if not a decade, possible in weeks. And I hope it will be a lesson, that, yes, things can move fast, if you stop the bullshit. I’m just sad it took a pandemic to get there.
Nuno: I think this is the most force digitization that anyone could ever imagine, and it was by mere accident, but it has forced all the players, all the industries that were stuck in their
own rules stuck into defensive regulations like the healthcare industry and the payer provider industry in healthcare in particular.
It just basically got overnight pushed to become digitized, and some of these players are struggling because they’re not ready at all. Others are doing very well. For me, the
interesting piece of what’s happening with this very tragic situation of the pandemic is the world is going digital by nature.
There’s no other way back from this. The way we’re interacting today is more and more digital across our consumption, even a physical means of getting groceries into our house, of
giving food, of, talking to a doctor, of talking to a nurse, for reasons that are obvious. For me, there’s even one more interesting aspect to what’s happening today and this forcing
mechanism that COVID has given us, the post-COVID stage of the world, which is the home is becoming a significant hub.
And it’s becoming a hub for wellbeing and fitness. It’s becoming a hub for entertainment and media. It’s becoming a hub for education. It’s becoming a hub for work. The home is
also changing, so we’ve been talking about smart homes, internet of things. We’ve been talking about these things for such a long time, and finally they’re coming from fruition
because people are changing the way they interact, because people need to change the way they live their lives. And so for me, the fascinating, really positive side effect of this
whole tragedy is that the world is becoming digital. And there’s no way back. This is sort of the point of no return. We’ve now seen that we have to be autonomous in a world that at
some point, takes away the right for us to be outside, the right for us to interact with other people.
Bertrand: And not to be too negative, but when you think about it, it’s not just about our crisis today, Covid-19, and solving it on the short term, with new medicines, with a vaccine. It’s
also to be prepared for the next one. And I see two ways to be prepared for the next one. One is dramatic change in how we approach medicine, and a true focus on getting rid of
virus once and for all, and having way better tools to react much faster. So dramatic Manhattan project style, to be way more prepared for the next virus, because it will come. Is it 5,
10, or 20 years, I have obviously no idea. But all what created this crisis, the fact that we are more international, the fact that we are more global, that we are 7 billion people on earth,
it’s not changing. It’s not changing overnight. So, the sources of this risk for virus, and pandemic, are not changing, so we’ll have more of it.
So, hopefully, not just we are going to make right investment in healthcare, but also we are going to recognize we need to be ready for the next one, and the way to be ready will not
be to conveniently put back the genie in the bottle, I really hope not, but actually to try to keep investing in this change. To make sure that they are there for the long term, so that
everyone is ready for a new situation, so when the next one come, we are in a better place to deal with it. We have the right apps to track, we have our delivery organized, we have
the supply chain organized, we know how to work online, we have all better cameras, better mics, better systems to basically live this life.
I’m not saying I want to live this life by default, but I think we will have to be ready, and in a way, cut the past, let go of the past once and for all, and say, “You know what? This is a
risky way, and we should be done with it.” I don’t want to make people afraid of what’s next, I’m not afraid, but I think we need to think, and plan ahead , and definitely not play the
game we have been playing the past decades knowing there is a risk, but not planning for it, at least for most countries.
Nuno: Bertrand what you just said, I think is all very positive in some ways and just picking up on it, there’s an even more positive side effect that I see out of COVID, which is really
how we as humanity, and I don’t want to be too spiritual about this, this is not what we normally talk about we talk about tech, but maybe it is a time to take a little bit of respite and
calm down and say, you know what? This is good. Because now I know that the people that pack stuff at supermarkets, the people that do the work that I don’t see everyday, the
people that bring stuff to me, they’re vital. Because without these people, I would not survive.
Now I know that people that are doctors, nurses, people that are technicians at hospitals, cleaning staff, that their work is incredibly valuable. And if they weren’t there, this would be
much worse. I do think there is a notion of humanity in how we are actually acting with each other that is fundamental, and that will never be the same. That will change forever. And
so I’m very hopeful that we come out of this better as United States of America, Northern California, the world.
Bertrand: Yes, and I want to add on that, that I have been very angry when I saw some reaction of some corporations, or governments, that basically put the very people you talk
about, health workers, people doing groceries, at risk. When I kept reading articles of health workers who complain because they don’t have the right protective equipment, that they
end up getting fired because of that. When you are putting these people on the line to risk their life. When you see the percentage of health workers who got the virus, I’m reading
some stats, we are talking about 20% plus, in some hotspots, this is crazy, I these people are putting their life for us, and we are not giving them the right equipment, and if they dare
to complain we are going to fire them. How on earth is it possible to do that, and I seriously hope, there will be some serious introspection and more than that .
When I was reading some corporations were forbidding employees to wear masks, or to have gloves in grocery stores, because they could scare customers, can you imagine that? I
was so shocked . And personally it was very clear for me that you better wear masks, I was not waiting for these regulations to come up. I know that mask are important and helpful,
you just need to see what Asia was doing.
Nuno: I agree with everything you just said, but at the same time, things have changed and we the people, we don’t take that anymore, and we’ve seen the backlash that many of
these companies, many of these organizations have had for these behaviors.
We’ve seen something that is even more profound coming out of it, which is people actually filling the gaps that governments can’t fill and creating syndicates to buy masks and get
them to hospitals and producing basically masks for their friends.
It’s incredible I think what we’ve seen. I’ve become a really big fan of “some good news” SGN by John Krasinski, who I think got it right, is like: enough bad news, enough COVID, if
we’re going to talk about COVID, let’s talk about COVID in a positive manner. And it’s a really beautiful, you know, rainbow in my week, every time I watched the new episode of some
good news.
But it’s more profound than this. People are now very thoughtful on how they look at other people. When we’re giving a tip to an Instacart delivery person, I’ve heard some bad
behaviors by people in some parts of Northern California, but in general, I am sure that most people now think two or three times can’t I give more of a tip, because they probably
need it and this person is doing something that is vital to me. So, again, I understand where you’re coming from. I agree with what you said. But at the end of the day, the momentum
we have as a society, we should use it. This is a good time for us as human beings to become better and to care more about each other, not the time to care less.
Bertrand: Absolutely, thanks Nuno for concluding this first part of Episode 9 on a note of hope about humanity.
Please look out for the 2nd part of episode 9, episode 9B, where we will be focusing on the impact of COVID-19 in the Venture Capital and Start-up ecosystems. See you next time.
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Intro (01:24)
Nuno: In this, the 2nd part of episode 9, episode 9B, we will be discussing the impact of COVID-19 on VC firms and startups. For further reference, listen to the first part of this episode,
episode 9A. Let’s start today with Venture Capital firms.
Section 1 – Impact on Venture Capital firms (01:44)
I recently shared with a number of you, on Twitter and a couple of other social networks my own views on what’s happening in venture capital. And let’s start from the bottom up.
Let’s start with the individual impact. I know it’s shocking, but we, VCs are people, and therefore as people, we have the same issues as everyone else. When we go into shelter in place,
we might have families that we need to take care of. We might have kids that we need to take care of, spouses, and we need to articulate complexities.
Like, for example, all of a sudden, if you have two kids, if you have a spouse that’s also working, you might have three or four zoom sessions at the same time. And you know, houses
are not of unlimited space. So obviously people need to articulate. I was seeing a social media post from a well known general partner saying that he was taking his calls in his car
because that seemed to be the only real quiet space in his house.
So again, we as individuals are dealing with the same complexities as any other individual. And one needs to take that into account. What that implies is, there’s a lag. You have a
latency right now, if you’re a company fundraising, you have to deal with this latency. The first step to that latency is what I just talked about.
It’s the fact that I as an individual, as a venture capitalist, need to deal with this new reality and this new complexity. I might not be more productive immediately. It might take me a
while to get back to my productivity.
The second level of latency that I have to deal with, if I again, am a startup fundraising, and trying to fundraise from a venture capital firm, is the fact that VC firms have portfolio
companies, and portfolio companies in some cases right now are going through complex times.
And the way I normally categorize portfolio companies for a venture capital firm is you either have counter cyclical portfolio companies or cyclical portfolio companies. If they’re
cyclical, they’re aligned with the current economic cycle we’re in. If they’re counter-cyclical, they’re not.
If they’re counter-cyclical at this stage, you’re probably doing fine, your companies are probably doing well. If the companies are cyclical, your portfolio companies are normally either
positively correlated or negatively correlated to the cycle, and if they’re positively correlated meaning they’re doing really well in the current cycle, we’re in, basically you have issues like
capacity. How do I hire faster? How do I scale? I’m having issues around regulation that I need to sort out, but normally it’s about hyper growth. Many would say that’s a great issue to
have. Yes it is, but it also creates other issues in terms of capacity supply and how you, for example, as a board director of some of these startups need to deal with them.
Then there’s the negatively correlated, the companies that are just getting killed. If you’re in the travel space, if you’re in the restaurant space, if you’re in the hotel space. How are you
dealing with this? And those companies need particular attention from, again, their investors at this stage. Some of them might have four months runway, five months runway. So how
do you deal with that?
So again, that’s how VC firms now are dealing with this. Those are the latencies that are subject to.
On the other side of latency, you have to take into account that many VC firms are raising money, or probably in the process of raising their next fund, or their first fund in some cases.
When this happened, those VC firms are going to have diﬃculty doing what we call a close of getting capital commitments from their own investors so that they can start investing in
companies. Now, there are venture capital firms that are deploying capital, that are closing funds right now.
We just heard Lightspeed closed another record fund. And so those are deploying capital and are in the market. But again, they need to deal with their limited partner base. They need
to deal with their own investors. And it might be the case that some of their own investors right now are having their diﬃculties.
It’s not unheard of that family oﬃces, that even some institutional investors in VC firms at some point in time have too much exposure and might have low liquidity. So if I’m a venture
capital firm and I need cash to invest in a company, and I do what I call a capital call, it might be that some of my investors actually don’t have that cash to give me, and that generates
its own issues.
So when you’re looking at VC impact, the VC impact comes at many levels, from the very individual person level, all the way to VCs’ investors, all the way to the issues that they need to
deal with their existing portfolio, et cetera.
So at this stage, VC impact is very significant coming out of COVID
Bertrand: Yes Nuno, I totally agree with all these points. I think it’s good to provide that big picture view of what’s happening on the VC side, and yes VCs are human beings as well, and
they have to go through that, like you are on the other side, as an entrepreneur for instance. So it’s key to understand, who you are working with, and what’s their situation.
I think another piece to think about, both from a VC perspective and entrepreneur perspective, I’ve seen a lot of people comparing with 2008. 2008 , yes, that was a big crisis. So first
after what we discussed, it’s pretty clear 2008 is probably the best case, it’s probably going to be worse.
But that’s more than that. It’s not just financial, this is a health crisis. People don’t know, they might be dealing with their parents in very bad shape, that are at risk of getting this type of
illness. They cannot meet, GPs cannot meet LPs, general partners cannot meet limited partners physically. Maybe you might close with people you know very well, but people you don’t
know very well, how are you going to even pitch them for your fund? 2008, it was not easy, but at least you could physically pitch, now you cannot physically pitch.
And the same is true with entrepreneurs with VCs. In the short term, I see a lot of VCs saying, ” business open as usual.” Yeah, but if you where not used as a VC to work remotely, I don’t
think you are open as business as usual. You are already changing everything how you operated, so some VCs are used to operate remotely, but they are rare. Nearly everybody else
was not used to that, required in-person partner meeting, in-person meetings, and this is not there anymore. So business as usual, like some are claiming, I have a lot of trouble to
believe, and by your description, it’s pretty clear that it’s a near mathematical impossibility.
Of course, some are closing deals because they knew each other for a while. Deals don’t happen in a few weeks usually, you have met people before, so this kind of stuff is going to
work out for the coming weeks, but at some point, we need to go to the next stage, which is, “Hey, we have not met, but we can still not meet physically face-to-face, how do we go from
there?” and I think that will create change in process.
And to be clear, it’s not just VCs and startups obviously, if you are in any sales situation, that’s the same question. Some new etiquettes will be put in place, that yes, you can do some
deals remotely, and it’s okay, but right now, we don’t know yet how some will adjust to that new reality, and that’s part of your analysis as an entrepreneur, as a VC, on how to deal with
that, and potentially delay some action.
I would personally strongly suggest to wait a bit before fundraising, and do everything to not need it, so that you can get a bit of sense of where the world is going, and how to position
your business the right way.
Nuno: And as it is always the case in times of great volatility, there’s also great opportunities, and so VCs that are aggressive, that have capital to deploy. That want to be aggressive
going to the market, that want to build the brand, NFX actually just announced nine days or less to go from first conversation to commitment to start ups. Smaller checks, but still, that’s
an interesting thing.
This is a great time to be in the market. It’s a great time to invest. It’s a great time to have capital to deploy if you are a venture capital firm. A lot of companies that need capital right
now or that are fundraising right now, are companies that are going to withstand the test of time.
And so being in the market at this stage for me is very positive. A couple of important things to take into account. One, companies that would stand the complexity of almost running
out of cash, but still survive, make for incredibly resilient companies. We talked about them around 2008/2009 and then subsequent crisis as cockroach companies.
These companies have the ability to withstand the test of time, and so that matters. If we look back in time, I know a lot of VCs are now going back to this. Some of the biggest, biggest
companies in the world right now in tech were created around crises. They were created around moments that were not easy.
Google, the BAT, almost all the three of BAT in China were created around times of crisis. We’ve had the case of Uber and Airbnb around, again, the last crisis as well. I know everyone’s
going back to it, but again, I as a venture capitalist, this is the time where you shine or you go away. If you think that basically there’s a lot of opportunities, this is the time where you can
differentiate yourself in the market and go after the really great deals.
Bertrand: I think, to your point, a lot of talk has been around the tourist VC, or the tourist entrepreneur. What are people meaning when they talk about that? They mean about the guys
who are there when it’s easy, but disappear when it’s hard. So I think that would be something we’ll see over the coming 12 months, is who is a real entrepreneur who tries to make it
even when it’s hard, even when there’s little money, when it’s diﬃcult, when it’s diﬃcult not just to fundraise, but to sell, to get to your clients. And the same on the VC side, who was
doing it when it was just easy to get entrepreneurs coming in, and your brand was good enough.
I think some stuff might change, because there will be competition from new firms, there would be some new business approach that might not make you comfortable. So everyone will
need to adjust, it will be an interesting time.
I can just say that, as a VC big question is around what will be your strategy right now. Are you going to dramatically change your investment profile? I’m not thinking so much in term of
stage, I guess not, but in term of industries. Are you going now all in: remote work, healthcare. What’s your take Nuno on that?
Nuno: It’s very interesting ,because we always say that VCs look at product, market, team. And product is product, technology is technology. There aren’t necessarily any huge shifts
happening right now in the market. Teams, there’s obviously volatility in people and individuals, but certainly nothing should change it.
But markets, it’s just gone upside down. If you were basically looking at travel space as one of your core thesis areas. Are you going to stick to it for the rest of your fund or not? Are you
going to bet that things are going to go back to normal? Are you going to basically push some of your portfolio companies to think about pivoting? Are you going to continue even
investing in that space?
And when we’re looking at markets right now, in the current rules that I’m having as a venture capitalist, it’s very interesting cause things that literally four or five months ago looked
really appealing right now don’t look appealing at all.
And if we go back to some of the conversations we have, you can’t beat a bad market. And now the key question is: is this a bad market that’s going to stay? Is this a bad market that’s
going to be a bad market over the next five to 10 years? Or is this going to be a bad market as you mentioned earlier, over the next 12 to 18 months when we have vaccines and recovery
and all of that. And the interesting discussion right now is if it’s just going to be a bad, short term market, would I still invest in that company or not? Because that company is going to
go through hell for a while and so would I still do it?
Would I bet on resilience, would I bet that they will get much stronger at the end and still win it. So I think market is just gone totally mad. Anyone that was doing any forecasting, any
research teams or any research that had been done for thesis building in venture capital firms as just been thrown out of the window because it’s just not valid anymore.
They’re just subsectors right now that are definitely not going to be very investible in the short term, or you’re going to have to make a huge bet in the long term that these are markets
that you want to be in.
Bertrand: Yes that’s a fair point, and it’s not really a startup obviously, but when you think about a Boeing, or an Airbus, there are fair questions about what their future look like in a
world with less travel, no one buys new planes. That’s the reality.
So if we go on the startup side, that’s a similar question, as you say, are some sectors becoming completely un-investable not just in the coming 12 to 18 months, but on the longer run.
And I’ve heard, personally, about some startups in this space that have laid more than 90% of the business already, and basically are preparing for some level of hibernation.
To say you know what? Maybe you are going to be back up again in 12 months from now. But there is only so much you can pivot, if you talk about pivoting inside travel space for
instance, versus pivoting outside, it’s probably very hard.
Nuno: If you look for example, at the event space. If you are embedded in the ecosystem of the event space, I mean, that would need to be the mother of all pivots. What, what do you
do? We just heard news apparently by Facebook or certainly from Mark Zuckerberg, that they were thinking of actually delaying any events with 50 people or more to mid 2021. Right?
Maybe they’d know something we don’t . Maybe it’s aligned with the timeline that you were sharing with us of 12 to 18 months. Just think about that. There’s no way you can resist that
market. You just can’t stay around until it pops up. You need to make revenues. You need to have customers.
Things need to happen until the market propels itself. If there is no momentum, you shouldn’t be there. We talked about the notion of catching waves in the past when we’ve talked
about momentum. This is not even ﬂat sea. This is like, it’s the worst of waves. It’s like the opposite wave. It’s like the wind is all against you .

Section 2 – Impact on Start-ups (14:37)
Bertrand: So Nuno, let’s talk about the startup impact. I think, for startups in Europe and the US, ground zero really probably was on March 5, when Sequoia sent this email :
“Coronavirus, the Black Swan of 2020”. And believe it or not … it was not so long ago, it’s five, six weeks ago. I know that, myself, I was at that time wondering why not everyone is
waking up, but at least, thanks to Sequoia, it was brought up to the attention of every startup CEO.
Nuno: And just to tell you that I think this time around, they were actually a bit late to the party. Exactly to your point. Last time, I think they were ahead and they actually anticipated the
crisis. This time, they were after in some ways a little bit, maybe I’d say three, four weeks too late. I was hearing some VCs that were a little bit cognizant saying, this is going to be
implosion this year, this is our black Swan. Probably in early February. I can’t count myself amongst those, but I certainly saw some people saying that.
Bertrand: Yes, but they might have been the first one to go public about it, and it’s one thing to talk privately, it’s another thing to go public, but yes I agree. I remember myself sending
that article to a lot of entrepreneurs I knew, and used that as a way to say, “Hey, guys, just stop, stop and think, because shit is hitting the fan, and there is no other way around it.”
So what do they talk about in this article?
You have to plan for a drop in business activity, you have to expect supply chain disruption, you have to expect change in travel, cancelled meetings.
And where do you go from there? Cash runway, cash is king. I think we go back to that famous phrase “cash is king”. Expecting a very diﬃcult and tough fundraising environment,
because as you said, VCs it’s not just their money, it’s money coming from LPs, in many cases, at every new investment.
So you don’t want to be asking money from LPs when it’s not a great time for LPs. So even VCs will get some impact.
From there, you have to readjust the sales forecast, and I found some very, nice matrix about that, we can talk in a few minutes.
Marketing, obviously everything changed in marketing. How do you do events? We talked about events just a few minutes ago, and if I take Mobile Work Congress, that you and I know
very well, have been in many, many years, for the past 20 years, you were at GSM association, I don’t know if they will have a successful 2021.
Personally, as a business, I would not put a dollar to get a booth at Mobile Work Congress 2021. I have no clue if it will work out, and I’m already angry at them because I paid for the
2020 edition, and I didn’t get any result from it. So it would be very interesting what’s happening to events that have disappeared, not just for a year, but looks like most probable for two
years.
What’s your take Nuno on that, by the way?
Nuno: Everything you said absolutely makes sense. The way we’re doing sales today, the way we’re doing marketing today in particular in the B2B environment. It needs to shift,
certainly in the short term, but I do think there will be a way to change it in the longer term as well. And in some ways, if we look back at the advent of inside sales, inside sales is not,
something that is that old.
You know, the notion that you can ramp up inside sales, be aggressive on outbound is relatively recent. I do believe that we’re going to have more and more, sales and marketing done in
innovative ways. The companies that are able to innovate on these functions actually will have an unfair advantage going forward.
Again, in particular in the B2B space.
The opportunities in B2C, and direct to consumer are immense. People have maybe more fragmented attention span right now, because they have to deal with their kids at home, et
cetera. But at the same time, there’s a lot more reach. So again, it’s like everything in life.
If you’re a startup right now, my advice is similar to yours. You need to sit down, to think through your scenarios.
You need to start from a, what I call the bare bones scenario: which is what’s your runway? What’s your burn rate? Does your runway safely get you to a point where you think you can
raise again, yes or no?
Likely the answer’s no. If it does not. What would be the most extreme scenario that I could foresee for my company? How would I cut my operations to at least stay alive? I’ve heard a
lot of venture capitalists talking about this as a time of opportunity. I believe it is. I believe this is a time of opportunity, but there’s only opportunity if you survive.
The first thing is survive. Obviously we’re the time of Easter, where maybe resurrection, et cetera, is part of the season. But it’s really literally, can you survive?
And I’ve had this discussion particular with companies that are what I mentioned before, cyclical and negatively correlated. So they’re very badly impacted by the current situation that
we’re in. And the first thing I asked them is, what’s your cut to the bone scenario? And the second question is, when would you move to that scenario? When would you move to that
plan? So this is no longer just a contingency plan, but when would you move to it?
And it’s shocking to me that there are still entrepreneurs that aren’t ready to have that discussion. And we’re in April and we still have at least one month of shelter in place. The world
will take a long time to recover, so why are people not going to that? Now, like everything in life, you have several levers to scale, right?
One lever is obviously cutting costs and reducing operations and keeping it to the bare minimum, which is normally where we go to in the first instance with furloughs or layoffs,
whatever needs to be done.
But there’s also interesting opportunities on the top line side. And this is a time where you need to think about, okay, maybe I’m not making much money, but I can make money. And so
if I can make money, because I know I can, I need to start making it right now. As you said, it’s “Cash is King”.
Then you need to go back to your investors. We talked about venture capital firms before and ask them, how willing are you to bridge me through this period of time? One of the first
conversations you actually need to have, in particular if you are venture capital backed, or institutionally backed by investors in the space, is go back to your investors and ask them, are
you going to bridge me or not, and how much could you bridge me on? And have this really diﬃcult discussion one-on-one with each of your investors? Because that gives you a buffer.
If you don’t have that buffer, then you just have, as I said before, runway and a burn rate. That’s it. That’s the only thing you have and that’s what you need to deal with.
Bertrand: Yes, I think makes sense, Nuno, and first, I think you have to assess what’s the health of your business. We found this very interesting study from, Revenue Collective, it’s a
group of more than 1700 sales professional at some of the fastest growing companies, and they run a survey to ask their members, what do they see?
So what are they saying is that 96%, 96% have seen an impact on their business. 72% have seen adjusted revenue targets and forecast. Only 1% have seen a benefit, in that situation,
and are increasing their forecast. Only 1%. So we always talk about the one in good shape, now we have a number. It’s 1% doing better than usual. 61% are expecting a decline in Q2
bookings, compared to Q1. About 15% will see an increase actually. That’s good news. 62% will have a change in quota in 2020. Sales leaders have reduced typically quota anywhere
between 10 to 50%. Five zero.
80% have paused hiring, and a similar number have reduced budget. Business travel, new hires, new software purchase, top categories of budget reductions. I guess, except if you
don’t have Zoom yet. About 45% of respondents have seen higher churn, and a majority of the revenue leaders believe the impact will persist through 2020. So they see the impact of
COVID-19 persisting through 2020.
Nuno: And just to clarify, Bertrand, just through this year, 2020 or next year, 2021?
Bertrand: Will persist through 2020 so basically until end of year they see a really negative impact. So it might get better somewhat in Q4 versus Q2, but it will still be, not the Q4 you
were planning to do in the first place.
So I think that’s key, because once you start to realize that, on one side, your existing investors, or new investors, yes, they might claim to be open as usual, but they probably are not.
On the sell side, you’ll probably make less money. So that means that you have to make some conclusion, you have to make some hard decision.
How do you reduce cost so that you manage your cash, and ideally, so that you extend your runway. I’ve heard a lot of startups that are focused on extending indefinitely runway, from
the perspective of, “We cannot afford to lose money, because we cannot depend on potentially a financing that might come or not come.
Nuno: And for me, the interesting piece is, I think of this from the perspective of the venture capitalists, and this framework might be helpful for some entrepreneurs that are trying to
raise money or thinking about raising money right now.
Number one, if you are, again, cyclical, positively correlated. I, as a VC, am mostly looking at, is this positive correlation that you have right now. Let’s say you’re in the gaming space and
you’re seeing your numbers go through the roof because everyone’s playing your games, or your platform’s doing incredibly well. The key question the VCs will have is, is this
sustainable through time or is this just peak condition right now? It will come down as people go out of their places and go back into a sort of normal life or this new normal that we’ve
talked about.
Number two, you are negatively correlated. I wouldn’t try to raise, or I would try to raise from very nonobvious sources. Certainly not classic VCs. I would try to raise from, friends and
family, high net worth individuals, family oﬃces, strategics if they have the capital.
And I would go through everything under the sun to really reduce my burn to a point where I think I could be doing a manageable company and live to fight another day. Literally live to
fight another day. And if you are counter cyclical, I think the question that most VCs will have about you is, are you really counter cyclical or are you actually going to have a correlation
at some point?
Are you going to fit into some part of the cycle or not? So those are the three questions I think most entrepreneurs need to take into account when talking to VCs. If you’re a hot
company, whichever of these three cases you come under, and if you can raise money, raise money right now. If you can raise money, raise the money.
I was talking to an entrepreneur the other day, she was raising $500K because she knew she wanted to be lean, and I was like, when are you going to raise again? End of the year.
Advice is very simple, can you raise more than $500K, you seem to have a lot of momentum. She said, yes. Then go and raise. Three days later she’d raised $950K, I think she’s raised a
$1.5 million note in the end.
You just go and raise and the beauty of this is if you have capital, if you have cash. If you are thinking through what’s happening to your business and product going forward, obviously
you shouldn’t be just in Lala land and not figuring out that we are in the middle of a dramatic change, in the world that we live in.
But let’s say that you are having a business that is working well. You have cash in the bank. This is a great time to have cash in the bank. The same thing I said about VCs is true for
startups. There are people in the market that have been laid off that are top talent. These people are in the market right now.
It’s never been, and it will never be as easy, for example, to hire in the Bay area, solid engineering talent as it is right now. I can bet you. So right now, go to the market and get the best
talents you can get. Again, if your business makes sense, if you have right momentum, if you have cash in the bank, this is a great opportunity and this is the difference between having
an incredible ramp coming out of this into 2021 or actually having ﬂattened out your growth.
Bertrand: Yes and to that question , in term of hiring, I’ve seen a lot of companies that are wondering a few things. One is, if they’re not remote work first companies, they discover it’s
not that easy to hire, to select, to find, to even onboard people in this time and days.
So that’s one issue, one risk, but two, you talk about engineers in the Bay are great, and available now, and cheap, quote unquote. The reality is that, in that situation, I see more and
more companies that are wondering, “Hey, now might be the time I go remote first. I get rid of my shell, I get rid of how I used to work, how I used to think, and there are great engineers
in Utah, in Austin, in other places, where basically it would be way cheaper, and they would be so excited to join my company, which might not have been an opportunity before for
them.”
So I would urge a lot of entrepreneurs to start to rethink their business model and assumption, so that they build a business, not just for the coming few weeks, but really for the months
ahead. And the months ahead, might actually force you to work remotely, at least in the software and internet industries. So I think that’s stuff to keep in mind, that’s a way to take
advantage of that situation.
Nuno: As I mentioned before at the nature of all of this, there are individuals, and I just saw something actually from Pete Flint for NFX and obviously cofounder of Trulia, saying that
when you actually have to go through layoffs. It is often the case that you as a CEO, feel closer to the people that you’re laying off.
And you obviously want to spend time with those people because you feel guilty for laying those people off or furloughing , and his point was a little bit like you need to really focus on
your “stay” team, on the team that is going to stay, and motivating the team that’s going to stay. And I know this is an abrupt way of looking at it.
But it is a very fair statement. You need to focus on the team that stays with you, that’s going to go through the next stage of your business after the layoffs. You need to motivate those
people. You need to make sure that they understand that the layoffs were an unavoidable, that you have a plan to hopefully make sure that this won’t happen again or certainly not in the
dimension that it’s happening right now.
But I go back to the nature of individual and I talked to a lot of entrepreneurs. I coach a few entrepreneurs, advise on top of actually being an investor. And I always focus on that. You
need to be well as an individual, if you’re the CEO of the company, because this is going to be the toughest time.
This is the toughest time. It’s going to be the make-or-break of your tenure as a CEO. And so you need to be well with yourself. And this is a time of focusing also on your wellbeing and
the ability to deal with decisions and to be cool about them. It also needs to be the time where you surround yourself with people, not only internally in your team, but also potentially in
your board, potentially in your investor list, that can actually help you make some of these diﬃcult decisions. This is the time where you need to actually be the most relaxed possible
self, and it’s probably the most diﬃcult time to be the most relaxed self in.
So that is my advice to entrepreneurs. Also think through your stuff. If you’re doing: “I’m not sleeping. I can’t sleep.” If you’re not forcing yourself to at least get one good night’s sleep
every once in awhile, you’re not going to be making the right decisions for sure. So again, think about your wellbeing as part of the same thing as the wellbeing of your company and
how you’re dealing with it going forward.
Bertrand: Yes and you talk about layoffs, and that’s an unfortunate reality of what’s happening, we saw that coming, the numbers in the US, I don’t think have ever been so bad, for sure
they have never been so bad so fast ever. And so far, it has mostly touched, different part of the economy, from restaurant, to bars, to the gig economy.
Now, clearly we are going to enter a stage where, so-called white collars are going to get impacted and that will be tough time for them, because the ability to find something quickly
again will be very limited for a few months. It’s not the usual: loose a job, you look around, you find other opportunities to replace relatively quickly, at least in economies like the US,
that are very ﬂexible . It will be tough on them. So I think that, when you do that, you might have no choice. I mean, the survival of your company is first, but you have to do it the right
way, in term of how you communicate, how you are compassionate, how you try to optimize, for them their situations, so that the change is not too abrupt.
So I think you want to be careful, because I agree that you have to focus on your “stay” employees, but people who stay, they always see how you treat people who left, who were forced
to leave. So I think it’s critical not to forget about that. One, for just good human reason, you want to treat, people with humanity, but two, because people will look how you dealt with
the others, and know that, first there is a risk that more is to come, that’s never what you want, but it’s diﬃcult to know in advance with such a situation, and they will definitely not react
the same, depending on how you treated people who had to leave.
Nuno: And I fully agree with everything you said. You can’t be callous either at this time, but in some ways there is a little bit of a self victimization by some entrepreneurs that I see in
the market saying it’s all my fault. This is falling down. I need to take all the burden without the realization that if they take all the burden, they can’t be well with themselves and they
therefore cannot make the right decisions also for the future of their company.
So, not that I’m saying you need to be with egotistical or selfish, but you do need to take care of yourself. You do need to make sure that you’re going to be in a good position to make
the diﬃcult decisions and to move the business forward.

Section 3 – Boards and Governance (31:02)
Bertrand: So we have another interesting topic to finish. It’s, the board, the role of boards, in such diﬃcult situation. A few points to think about : boards are this interesting mix of VCs,
entrepreneurs, execs, advisers, independent board members. And so at some point, all come to the board: the biggest decisions have to be approved by the board, you need to make a
case for it as a CEO, you need to get agreement, there will be different perspective, different views.
So what’s a role of a board, what are the tough question you should ask as a board. First, it’s around your leadership, do you have the right team in place, that’s obviously the biggest
question, because if you don’t, that’s a big trouble in this diﬃcult period.
Two, do the team has the right mandate? All the plans have exploded right now. So you need to make sure that we are changing and adjusting, the plans, the targets, even the approach.
Do we move from quarterly meetings to monthly meetings, to weekly meetings. A lot of things should be changing. How, as a board, do you support effectively, management? That’s
really a big question, and you probably need to change your habits. A lot of boards tried to do a lot of things in person, obviously it’s diﬃcult these days. Do we have the right operation,
do we operate effectively and last point, maybe a bit more hopeful is, how do we prepare for what’s next? How do we, in a way, take advantage of this situation? How do we create new
opportunities for the business? How do we work, differently?
One thing I was relatively surprised to hear, for instance, is that right now, a lot of big Fortune 500 companies are not looking at that situation of shelter in place as a one off event, but
are more considering very, very seriously remote work, as a core part of their business going forward, because they realize they have no clue when it would be really fully over, it could
come back, it has shown that there were risks in the way they run their business, and basically, some are definitely looking for remote work, not just for the coming weeks, but are
investing for the coming months, and if not years actually right
Nuno: I agree with all the questions, I think it’s a very interesting and valid framework. I would just say it’s missing for me, the number one question and the number one question I would
ask immediately as a board member or as part of a board of directors is how will we survive? And it’s like need to look at cash position, need to look at pipeline, need to look at what’s
happening to our business right now.
And this is not about strategy. It’s not about tactics. It’s literally nitty-gritty numbers, in the moment what’s happening right now. And the call needs to be made of, okay, we think we’re
going to weather the storm, so we need to prepare for the future. We need to be in a good position to go for it, or we might not, and therefore, what do we absolutely need to do to
survive?
That’s for me. Question number one. Any board of directors, Any board members should have that at the top of their mind.
And from there, you have all the other discussions, right? If the company’s in great health and it’s actually growing, that’s fantastic. As I mentioned before, there might be issues in
scaling up operations. So there might be issues that are more related to hypergrowth than anything else. If the companies, again in a counter cyclical movement. Fantastic as well. We
can focus about the future. We can see if there’s any spillage effects by other sectors or subsectors that we’re not seeing. We can do a lot more scenario planning than we would
normally do, but if a company is in tough, tough market and getting kicked.
You’d really need to answer that first. And it shouldn’t be name or pointing or people pointing, because you know, replacing a CEO in a company at that point in time is not going to work
if you have three months or four months of money left, you know, it needs to be all hands on deck and we need to figure out how we’re going to get the hell out of this.
So for me, that’s the obligation of the board. First and foremost, fiduciary duty towards the company and the organization. How do we sustain the organization and what do we need to
do to sustain it? And then obviously over time we need to see what opportunities are there. What does this pandemic world look like and how do we act with it?
I am fortunate that I’m actually on the board of companies that are fitting. Board of directors. Luckily enough companies that are in a good position right now, either counter cyclical or
in a positively co-related situation. I’m an advisor and on the advisory board to a company that’s actually going through a really rough stage in their livelihood.
But you need to act like this. You need to actually ask the valid questions about sustainability and survival. No matter what. One question, for example that we’ve had in one of the
companies that I’m on the board of that seems to be actually positively co-related to the current situation is, are we really positively correlated.
And so how would we know? How would you know that we’re positively co-related? How much data would we need? What sort of data should we be looking at? What KPIs we actually
as a board, need to follow from now on that we weren’t following before? So this is I think a time where you need to do a lot of on the ground, hands dirty board work, problem solving,
get really into it, no matter what type of company you are on the board of, that is the time right now.
Bertrand: Yes actually that was my point two, Nuno, around do we have the right mandate, is the mandate clear for the CEO, and hopefully the mandate is business survival, managing
the cash, and changing the plan.
Maybe one last point, to remind some people what could be some important role of board members, especially now, in time of crisis, it’s really key to make sure that some decisions are
going to be made fast, are going to be made in a rush, but still, you want to make sure they are being well thought out. You want to make sure the right questions are asked, and the
right analysis is done. Yes, everything is rush. It’s diﬃcult times, but every decision is going to have a tremendous impact.
I like your point around are we correlated positively or negatively really, because for instance, if this analysis is done wrong, this is going to be a world of trouble. So even if you need to
move fast, that’s really the time where the board can have an impact to make sure that stuff are challenged the right way, positively, constructively, so that ultimately the best decision is
done, even when things will need to move very fast.
Nuno: And it is, but again, I do want to reemphasize this. I know we are in violent agreement, but I do want to reemphasize it. It’s a time for all hands on deck. As a board member, you
need to be asking CEOs and executive teams, what can I do for you? Literally right now. Who can I send emails to? Can I help you with closing that deal that will make a difference in
cashﬂow in the next quarter or not?
Can I help you have a conversation with your team? Right now around the fact that 10% of team has been laid off. Can I help you, for example, recruiting someone who’s a superstar just
got laid off from another company. This is the time where you actually need to say, what can I do for you? Obviously, capital’s number one, as I said, that’s the first conversation that
needs to happen.
Can you give me more capital? And in some cases, the board members are representing investors, and they can. And in some cases there are presenting investors and they can’t,
because they’ve tapped out or they don’t have more capital to deploy. They’re already deploying too much with your company, et cetera.
That’s the first one. But after that, it’s like literally as a board member, what can I do for you? How can I save you? Nothing is off the table. I mean, I’ve seen examples where it’s like, can
you help me with this marketing campaign? I mean, whatever it is, if you have expertise in a specific area. You need to help, and that for me is the obligation of a board member. This is
the time that will make the difference between people that were truly helpful and people that were just, cheerleaders or standing along and they were there for the ride.
Bertrand: Yes, I totally agree, that’s what you want to do. It’s probably easier in smaller companies, where you can have as a board member more impact, and work closer with some
team members. But yes, it’s really a time to help, to support, to also question, and ultimately make sure you all come stronger, after this.
Conclusion (38:23)
First you survive, and two, ideally, you end up stronger, out of this. It might be stronger just because you are meaner, a more eﬃcient running your business, you might not have grown
during that time, but you have become tougher. But hopefully, you might even, grow bigger at some point, and get better, simply because you might be the only one having made it
across the river, or maybe the ocean, I don’t know.
So yeah. tough times, a lot of work, a lot of actions, a lot of things to do, and I will say I’m quite ultimately optimistic. A lot of us are going to learn a lot, become stronger at what we do,
going through time of crisis. There will be a lot of pain along the way for a lot of people, that’s for sure, on the health side, as well as on the employment, or lack of employment side.
But one thing I’ve been, positively surprised is, relatively good economic response across the world from governments, to support people in need during this time, and hopefully, we
have medicine and vaccine soon, and we are going to get out of this, and go to bigger heights.
Nuno: I’m also very optimistic Bertrand as you know, a very hopeful, And as you also know, I’m a very passionate about the whole topic of rejection and adversity as a path to growth
and having given talks on it and talking quite a bit about it. I do think that rejection, adversity is the ultimate path to growth, and I believe we’ll get better governments out of this.
Unfortunately, they should have been better in the first place, but they will get better through it hopefully. We will get better companies, and certainly better supply chains and
infrastructure over time. I think this will be better for us. Ultimately I do think we will be better as human beings.
We will get something out of this that we’ve never gotten before. This is a once in a lifetime situation and in a strange way, it will bring us all much closer to each other despite all of us
being much further away from each other.
Bertrand: Thank you Nuno.
Nuno: Thank you Bertrand.

