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Design of trustworthy protocols
… for interacting with humans and machines:
With language and digital “storytelling on steroids” modern humans have painted
themselves into a dangerous corner – the goal has shifted towards the transmission
of seductively simplistic beliefs.
Mathematics, the arts, and music are human scale tools for communicating
the essence of complex patterns of mental states (knowledge, feelings, and
awareness of agency and motivations) that don’t survive simplistic attempts of
serialisation and de-serialisation via stories. The outputs of mathematics, the
arts, and music are highly generative, they can’t be described in any simple story.
Instead they open up and invite a multitude of complementary interpretations.
The essence of the scientific method is the combination of the atoms of the
language of thought with the technique of validation via instantiation.
The arts and music are essential complementary communication and exploration
tools for feelings, agency, and motivations.
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Improvements and innovation
All effective approaches for continuous improvement (such as
Kaizen, Toyota Production System, Waigaya, …) and innovation
(Open Space, collaborative design, …) share one common principle.
In order to successfully identify and implement opportunities for improvement and innovation
the belief in the existence and relevance of social hierarchies must be suspended

Why is this the case? What does this tell us about society?
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The effect of hierarchical structures on innovation
1. Any form of hierarchy indicates a dampened
feedback loop.
2. Power is the privilege of not needing to learn.
3. A hierarchical organisation is the antithesis of a learning organisation.
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“Gamification” of society
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copying

innovation
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psychopathic
lack of empathy

aggregate behaviours
derived behaviours
neurological foundations

• Paul Babiak and Robert Hare, Snakes in
suits: When psychopaths go to work, 2006
• Susan Long, The perverse organisation
and its deadly sins, 2008
• Susan Long, Socioanalytic methods –
Discovering the hidden in organisations
and social systems, 2013
• The Milgram experiment https://
www.youtube.com/watch?v=8g1MJeHYlE0
• The Stanford prison experiment https://
www.youtube.com/watch?v=sZwfNs1pqG0
• The Asch conformity experiment https://
www.youtube.com/watch?v=TYIh4MkcfJA

psychopathic traits are common in the upper echelons of the corporate world, with a prevalence of between 3% and 21%
Nathan Brooks, http://www.psychology.org.au/news/media_releases/13September2016/Brooks, 2016
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ideas (social games)
events

psychopathic
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We have perverted the definition of intelligent behaviour
ability to deceive others = “intelligent behaviour”
George Soros developed the theory of reflexivity based on the ideas of Karl Popper. Reflexivity
posited that market values are often driven by the fallible ideas of participants, not only by
the economic fundamentals of the situation. Reflexive feedback loops are created where ideas
influence events and events influence ideas. Soros further argued that this leads to markets
having procyclical "virtuous or vicious" cycles of boom and bust, in contrast to the
equilibrium predictions of more standard neoclassical economics."
http://www.tandfonline.com/doi/abs/10.1080/1350178X.2013.859415
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Trusted collaboration
Trust is a meta-belief that allows propagation and
installation of beliefs in a network of agents.
Trust between two agents develops through an ongoing
process of maintaining shared understanding, and it
correlates with the intensity and duration of maintaining
shared understanding.
Trust and the scientific method strengthen each other
Trust and deception only strengthen deception
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Bullshit jobs
David Graeber has analysed the phenomenon of "bullshit jobs" in detail.
"In the year 1930, John Maynard Keynes predicted that technology would
have advanced sufficiently by century’s end that countries like Great Britain
or the United States would achieve a 15-hour work week. There’s every
reason to believe he was right. In technological terms, we are quite
capable of this. And yet it didn’t happen.
Instead, technology has been marshalled, if anything, to figure out
ways to make us all work more. In order to achieve this, jobs have
had to be created that are, effectively, pointless.
Huge swathes of people, in Europe and North America in particular, spend
their entire working lives performing tasks they secretly believe do not
really need to be performed. The moral and spiritual damage that
comes from this situation is profound. It is a scar across our
collective soul. Yet virtually no one talks about it. ..."
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The future of management
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The reason for hope and despair is one and the same
Typical humans are highly programmable … mostly via social games
… and sometimes via scientific evidence and personal experience
The balance may shift if the social games become too costly! 80% disengaged at work etc.

neurotypical
copying A

innovation

choice between
social games
A and B
aggregate behaviours
derived behaviours
neurological foundations

B
psychopathic
lack of empathy
A < B : Social games (power hierarchies) prevent learning; history repeats
A > B : Learning from history at all levels of scale
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Competence vs authority
Looking under the hood of any hierarchical organisation and analysing
communication and collaboration patterns reveals three social structures:
1. The official hierarchy, which defines the scope of various “authorities”
within the organisation.
2. The unofficial hierarchy, which reflects the actual coercive power
structure, which inevitably emerges within all hierarchical structures, and
serves as the rank climbing ladder within the hierarchical structure.
3. The competency network within the organisation, which is the union of
all the multi-dimensional domain-specific competency rankings that
individuals allocate to the other members within the group. Each
individual independently allocates competency rankings to other group
members, leading to a multi-dimensional network rather than a tree based
on a unidimensional ranking.
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The competency network
… is the only social structure that directly supports the purpose of an
organisation.
The existence of competency networks represents an inconvenient truth for
all authorities, it contradicts the simplistic claim that a lack of hierarchy leads
to chaos and dysfunction.
Those who claim that hierarchical organisation is an inevitable result of
[human] nature confuse unofficial hierarchies with competency networks. The
latter tend to be complex graphs that are not governed by any simple onedimensional ranking. It can be argued that in terms of resilience and
adaptiveness, unofficial hierarchies are as least as counter-productive as
official hierarchies.
All healthy and resilient communities have a well-functioning
competency network.
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Formalising and digitising the competency network
Definition: A competency network is the graph of experience-based pairwise trustworthiness ratings in relation to various domains between the
members of a group.
Trustworthiness ratings are tied to specific pairs of individuals; they are not
directly transferable and they can not easily be aggregated. This limitation
probably was one of the key reasons for the small size of pre-historic huntergatherer societies.
The age of digital networks gives us the opportunity to construct
cognitive assistants that help us to nurture globally distributed human
scale (= small) competency networks – networks of mutual trust.
Humans knew how to build and maintain mutual trust many hundreds of
thousands of years ago, and our brains are still designed to operate on
mutual trust. It is time to tap into this potential and to combine it with the
potential of zero-marginal cost global communication and collaboration.
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Heuristics for constructive
collaboration across organisational boundaries
1. Start by assuming that there is no shared understanding and that there
are no shared values.
2. Explicitly and openly share core values between all parties. The
overlap of core values determines the foundation for collaboration. No
party tries to persuade any other party to adopt new values or tools.
Instead curiosity may lead one party to inquire about unfamiliar values
and tools. New values are only adopted and old values are only discarded
when a new level of understanding and insight is reached, and not as a
result of any kind of coercion.
3. Explore what is possible based on the current level of shared
understanding, joint domain expertise, and joint capacity.
4. Have the courage to share new ideas. Joint exploration of new ideas in
the form of small-scale experiments and by mapping to past experiences.
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An advice process can
replace power with learning
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A simple advice process creates a learning organisation
Before making a major decision that affects others in the organisation
1. A person has to seek advice from at least one trusted colleague with potentially relevant or
complementary knowledge or expertise.
2. Giving advice is optional. It is okay to admit lack of expertise. This enables the requestor to
proceed on the basis of the available evidence.
3. Following advice is optional. The requestor may ignore advice if she/he believes that all
things considered there is a better approach or solution. Not receiving advice in a timely
manner is deemed equivalent to no relevant advice being available within the organisation.
This allows everyone to balance available wisdom with first hand learning and risk taking.
4. There is no need for a complex formal process for dealing with people who regularly
ignore advice (or consistently refuse to seek or give advice) and therefore regularly cause
downstream problems for others as a result. Such situations are obvious for all involved. A
persistent breakdown of collaboration either results in a significant change in behaviour once
the downstream problems are recognised, or in the non-cooperative person leaving the
organisation.
More information: Frederic Laloux, page 22 in Reinventing Organisations http://www.reinventingorganizations.com/
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Results in the healthcare sector
Distributed self-management at Buurtzorg in the Netherlands

• Buurtzorg is a decentralised organisation with 7,000 staff
• The organisation requires, on average, close to 40 percent fewer
hours of care per client than other nursing organisation in the
Netherlands

• According to Ernst & Young close to € 2 billion would be saved

annually if all home care organisations in the Netherlands reached
this level of operational efficiency

• If additionally the much larger hospital organisations adopted similar

collaboration and knowledge sharing practices, the potential gains
would be rise correspondingly

More information: Frederic Laloux, Reinventing Organisations http://www.reinventingorganizations.com/
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Value creation fuelled by mutual trust and zero capital @ S23M
1. Clear purpose, a long term perspective, revenue sharing instead of salaries
☞ resilience
2. Purpose supported by 26 backbone principles
☞ an inclusive culture of thinking and learning
3. Employee ownership and zero debt
☞ no distractions by stakeholders with short term motivations and hidden agendas
4. Intensive 12 month induction and on-boarding process
☞ a foundation of mutual understanding
5. Organising around the talents and needs of specific people
☞ ability to benefit from an incredible diversity of talents
6. Relying entirely on equitable team-oriented incentives and zero individual incentives
☞ elimination of in-group competition
7. Operating an advice process instead of hierarchy
☞ maximising learning opportunities
8. Open source intellectual property
☞ no barriers to flows of tacit knowledge
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mutual
trust

Thriving = minimising all forms of coercion
Cultural evolution is about improving human relations, and not about power politics
1. Humans have an innate bias towards collaboration
2. Humans compete when their environment forces them to do so
3. With cultural transmission humans to a significant degree shape their environment
4. Competition is not a law of human nature
5. Equitable sharing of resources eliminates all incentives for in-group competition
6. Automation has significantly reduced the reliance on human labour for survival, and has
minimised the group-level rationale for coercion
7. Appreciation of the value generating potential of diversity minimises the impulse to use coercion
8. Slipping into coercion can be avoided by asking about and appreciating individual needs and
interaction preferences
9. Consistent modelling of desirable behaviour provides the best foundation for group-level
learning and fosters a sense of individual agency
10.Genetic neurological differences define limits for cultural programming. If we all make an
effort to accommodate the needs of others, we maximise the level of mutual trust, which
in turn optimises the quality ofCollaboration
collaboration for
andLife
the level of overall group intelligence

Trusted collaboration at scale
Is there any scenario where coercion does create value?

•

Coercion may at times be necessary to enforce the social norm that no one should exert
coercive power over others

•

This norm is many thousands of years old, possibly hundreds of thousands of years, it
predates civilisation, and is a common thread in hunter gatherer societies

•

Today this norm is reflected in the existence of police forces, which are tasked with policing
individual and small group behaviour for abuse – a function similar to an immune system

•
•

The root cause of the problems created by “civilisation” is scale

•

Military forces, which are tasked with policing large scale group behaviour are dangerous and
increasingly counter-productive by definition

•

The next step of progress in cultural evolution towards improved global collaboration is
the roll-back of the frequency and scale of coercion in human societies and institutions

Police forces with centralised governance at the scale of nations, states, and mega cities pose
a risk of corruption
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Group intelligence and stupidity
The larger a human social group
the higher the risks of coercion
the less trustworthy the group
is from the outside
The smaller a human social group
the higher the risks of coercion
[in very small groups]
the higher the potential for
shared understanding
the more trustworthy the
group is from the outside
The more geographically colocated a human social group
the higher the risks of coercion
the higher the potential to
disseminate innovation

•
•
•
•
•
•
•

The more geographically distributed a human social
group
the higher the potential for innovation
(deep and broad learning)
the easier it is to group around
shared neurological foundations and/or shared
domain-specific knowledge
The more open a human social group to outsiders
the higher the potential for innovation
(deep and broad learning)
the higher the potential to disseminate innovation
The more closed a human social group to outsiders
the higher the potential for
preservation of knowledge
the higher the risk of failing to adapt to a changing
context

•
•
•
•
•
•
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Maximising trust, resilience and learning

The larger a human social group

•
•

The more geographically distributed it should be
The more open it should be

The more geographically co-located a human social group

•

The smaller it should be (Dunbar’s number)

The more closed a human social group to outsiders

•

The more geographically distributed it should be
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New submitted problem statements
1. How do we cope with increased pressure on the public health system, model service level, measure service acuity,
connectedness of health services within the health system at a hospital and northern regional level, patient flow,
distribution cost, product cost and create a auditable cost to serve model? Benefits – efficiency in service level provided
(all departments cannot be serviced at the same historical level), targeted outcomes, i.e. you would not service the
emergency department at the same level as an admin block; and saving taxpayer dollars.
– Amy J. Newkirk
2. The AI field needs new methods along with massive applications. The brain-like AI is one way to address this challenge.
– Prof. Nik Kasabov
3. Linear thinking and control do not sustain complex adaptive systems, viz populations and earth’s ecosystem.
– Annette Sharp
4. In what ways can seed-stage entrepreneurs with a sustainable, profitable business case draw capital-providing
stakeholders, that understand first-mover advantages of risk and reward, to their endeavours?
– Ira Munn
5. Customer experience, innovation, long-term investments, digital transformation in contention with business profitability,
business as usual, short-term profitability, traditional organisations, and outdated legacy systems that are costly to
replace.
– Allen SW Huang
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New submitted problem statements (2)
6. Bridging the gap between the inherently binary nature of IT and technologists’ thinking and the non binary nature of
humans.
– Balzazs Borbeley de Roff
7. What impacts does a new method vocabulary have, both positive and negative, on group collaboration?
a. Is vocabulary and it’s shared understanding and alignment critical to successful group dynamics?
b. Are there ways we can support or improve effective collaboration in emergent (often transient) groups, that
acknowledge, use and value a groups context-based native vocabulary: not force an entirely new vocabulary on them)? If
so, what key elements enable that?
8. In what ways might we better incorporate slower, purposeful work (deep thinking time, reflection and foresight research,
architecting for growth and change) with our current focus on work within cyclic evolutionary team collaboration (agile and
iterative) systems that focuses on GTD, minimal viable outcomes, the customer etc.
a. If it matters, what factors are key to success?
b. If it doesn’t matter, why not?
9. How critical to success is expert knowledge?
a. Can largely self-managing, open collaborations work in the absence of certain knowledge, skill, and skill competencies
that many practitioners might deem important? On a related note, can “unnoticed” or “unknown” issues – such as biases or
fundamental conceptual errors – be self detected and managed to resolution by the group itself?
b. If knowledge and expertise is critical to some extent, how might the collaboration members identify and address the
missing elements within their process cycles?
c. How might the collaboration members self-determine what constitutes sufficient improvement?
– Paul Szymkowiak
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Thank you!
Jorn Bettin
jorn . bettin @ s23m.com
Nothing beats capturing the knowledge flow
of leading domain experts to co-create
organisations & systems that are
understandable by future generations of
humans & software tools.
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