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Bundl
Venture Club

The Corporate
Entrepreneurship
Community

Connecting senior corporate innovators across
Industries and borders in an inspiration, learning,
and support network.

Founded and curated by
our shared passion for

300+ 50+ 200+ corporate venturing.

Experienced Fortune 100 Knowledge .
members companies Resources @) buld_l
Peter Roeber

@ Strategic Growth and

haad Innovation Leader at Gore
Co-Host

More than a decade of experience in helpin
world's leading consumer-driven comp
strategically build and partner with v
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www.bundl.com
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Bundi

Ove r:CO m | n g Venture Club
Barriers

False Alignment at the Top

Leadership may signal support Kill criteria must evolve with the business.
early, but priorities shift and Keep leadership synced on what “fit” really
strategic fit fades. means as the venture progresses.
o))
) o
The Big Challenge = | _ _
‘1 - -~ Evidence Without Action
of Killing a Venture" > -
m Teams collect evidence and still Frame Kill decisions as successful outcomes
It's not spotting failure—it’s acting on it. ﬁ hold back because “killing” feels when grounded in evidence. Reward clarity
Most corporate teams know when a venture is off - like failing—and no one wants to over optimism.
track, but cultural, political, and structural 8_3 be the one who calls it.
barriers delay or derail the kill decision. g
O

No One Owns the Kill Call

Define who owns the decision at each gate.
Build a rhythm of check-ins tied to evidence
—not intuition.

Without clear accountability,
ventures drift. Many teams wait
for permission or rely on
sponsors who moved on.
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FOCUS AREAS

Challenges
Discussed

A Decision-Making
Process

Metrics & Evaluation -

Management

Exit Strategies &
Transitioning

B
C Stakeholder
D,

How do | objectively decide when to
Kill or pivot a venture?

How do | define clear metrics to measure
and evaluate venture success?

How do | manage stakeholder
expectations during a venture shutdown?

What are the most effective exit
strategies when a venture fails?




ROUNDTABLE RECAP

Killing a Venture

Stage-Gated from Day One

Each phase has clear outcomes and kill criteria. Gore uses this to
keep learning focused and decisions objective.

Real-Win-Worth as a Filter

Three questions guide decisions: Is it real? Can we win? Is it worth
doing?

Escalation Matches Risk

Ownership of Kill calls evolves with the venture. Early exits stay
within the team; larger bets require C-suite involvement.

Evidence > Emotion

Kill calls should be seen as success—if backed by data, not gut
feel.

Post-Kill Is Undercooked
Post-kill is still a grey zone. Gaps exposed in talent reallocation, IP
salvage, and internal communication.
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Killing a Venture

Each venture tracks a unique set of

C No one-size-fits-all ) } assumptions, not a fixed KP|

| dashboard.
| Comeptivesgsion  fondd  VelwoDessen

Tested oricing, demand, :
Validate problem & == ng. - Dezided outcome o il

willingness 10 pay veriure

Kill calls are based on tested
Data drives the decision) } assumptions—not emotion or
internal politics.

supply uniock.

Metrics evolve by stage) } Early: customer signals. Later: unit
economics and strategic fit.

Different models need different

( Venture type matters ) } metrics—especially service vs.

product ventures.

KPls guide, not dictate ) } Numbers shape the Conygrsatlon—
they don’'t make the decision alone.




Killing a Venture ‘

CHALLENGE SOLUTION
Drivin
: 9 Even with clear data, Pre-align on success and
Alignment on some ventures linger kill criteria at each stage.
Mindset Process Kill Decisions because no one wants to Framing the decision as an
B T eEiimon, S B oo (R atee: A TONECTEINs. be the one to call it. outcome of learning
. _ CHALLENGE SOLUTION
Navigating
T Different functions Use shared frameworks like
ConﬂlCtmg evaluate success RWW or the performance x
Interests differently, leading to strategic fit matrix to centre
misaligned signals. the discussion
_ CHALLENGE SOLUTION
Keeping | |
Sponsors Sponsors oftgn Bqu regular Check_pomts
disengage midstream— into the cadence. Tie
Engaged especially when ventures sponsorship to milestone
hit friction. evidence, not timelines.
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Killing a Venture

NoSiztegic Fil —

-

Scale or Invest

If the venture is performing and

strategically aligned, double down.

Allocate more capital, expand
scope, and accelerate integration.

~

Harvest

When performance is weak but
some value remains, shift to IP
licensing, asset sale, or team
redeployment. Avoid prolonged
stagnation.

Divest or Spin-Out

High-performing but no longer a
strategic fit? Explore carve-outs,
spin-offs, or external sales—retain
optionality through minority stakes
if needed.

Wind-Down

If there’s no traction and no fit, exit
cleanly. Prioritise knowledge
capture, stakeholder comms, and
respectful closure to preserve
team momentum.
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Bundl's Stage Gate Framework
to guide the decisions behind
your venture’s future




Bundl
FRAMEWORKS
Venture Club

Venture Lifecycle Model: Business Lens

@® Whatisit? CRITERIA FOR EACH STAGE THAT UNDERLINES GROWTH

@® Impact: MILESTONES Problem Solution Fit 1st Success Product Market Fit Profitability Maximisation

ldentifying the stage of a venture and its
phase-relevant decisions.

Reveals when a venture is facing

stagnation and provides direction to FOCUS Market potential Market traction Market pull Market scale Market
kill. pivot. or scale Validate that a significant |dentify leading indicators ina Realise organic growth for the Ensure the scalability of both penetration
P ) - number of people would pay real-world setting that product, proving that users the product and operational Maximise
to solve the identified confirm the market is viable find value without extensive infrastructure to support market share.
problem. and the solution resonates. marketing efforts. growth in new markets.
@® FocusAreas: CRITERIA Market

e Product-Market Fit (PMF

e Market potential

e Customer engagement Product

e Team alignment
Team
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FRAMEWORKS
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Venture Lifecycle Model: Financial Lens

@® Whatisit?
This model focuses on key financial HOW TO EVALUATE FINANCIALS?

metrics like burn rate, runway, and unit
economics. |t helps determine if a

venture is financially viable and can be
| Y Validation
sustained or needs to be shut down. 0-05y
w J J
' ™ )
o[ e (D
@® Impact: . -
MILESTONES Problem Solution Fit 1st Success Product Market Fit Profitability Maximisation

By evaluating a venture’s financials

through this lens, leaders can make

informed decisions about the viability CRITERIA Financials o
of continuing or halting a project based R

on its fiscal health.
SuB « Venture estimates « Early revenue « Cash flow « Unit economics « Cost
CRITERIA « Funding « Profitability efficiency
@® FocusAreas:
METRICS * Runway « CAC » ARR » Growth multiple * ROI
e Cost management « Burnrate » MRR « CAC/LTV ratio « Profit margin

e Profitability forecasting
e Capital burn
e Cash flow



Bundl's experience in

Deciding When
and How to Kill
Ventures

VENTURE BUILDING

WILLIAM GRANT & SONS

lterating on new value
propositions and setting
clear performance KPIs.

VENTURE ASSESSMENT

(Z)telenet

Evaluating exit or future
Investment scenarios
for portfolio venture.

VENTURE UNIT DESIGN

@ PEPSICO

Designing governance
Model and stage gates
for internal incubation.

VENTURE BUILDING

Using validationdearnings
to reconsider the pursuit
of re-commerce market.

VENTURE UNIT DESIGN

JIX

Redefining operating
model and innovation
funnel of venture studio.

Looking for frameworks to guide key venture decisions? Reach out to thomas@bundl.com for more info on how we can help.
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Bundl
Venture Club

Venture Club Resources:

The collection of
session recaps

theatesteld D
newsletter

SEE UPDATES

Want to dive further
into these insights?

Reach out to me or the members
who attended.

Join the WhatsApp group:

Bu dIVt e Club

Leyash Pillay - Venture Club Manager
leyash.pillay@bundl.com

+32 474 0268 59
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