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Time Activity

9:00 am Introduction of principles for trusted collaboration  
and tools for divergent thinking

9:30am Summary of progress since last year

9:45am Short introduction of submitted problem statements  
and formation of self-selected working groups

10:00am Collaboration and discussion in working groups
12:30pm Lunch break
1:30pm Collaboration and discussion in working groups
4:00pm Short presentations of working group results
4:30pm Agreement of next steps and goals for 2020

Agenda
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Building trust involves addressing  
the 5 deadly diseases of management

1. Lack of constancy of purpose to plan product and service that 
will have a market and keep the company in business, and 
provide jobs.  

2. Emphasis on short-term profits: short-term thinking (just the 
opposite from constancy of purpose to stay in business), fed by 
fear of unfriendly takeover, and by push from bankers and owners 
for dividends.  

3. Evaluation of performance, merit rating, or annual review.  

4. Mobility of management; job hopping.  

5. Management by use only of visible figures, with little or no 
consideration of figures that are unknown or unknowable.

W. Edwards Deming

https://www.youtube.com/watch?v=ehMAwIHGN0Y 

https://www.youtube.com/watch?v=ehMAwIHGN0Y
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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
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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. A few simple prosocial design principles provide guidance for dealing with people who 
regularly ignore relevant 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/



Collaboration for Life 

Results in the healthcare sector

Distributed self-management at Buurtzorg in the Netherlands 

• Buurtzorg is a decentralised organisation with 15,000 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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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 anti-
thesis of a learning organisation.
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Prosocial core design principles @ S23M

 
 

Tailored Core Design Principles:   
1. Trusted relationships within the group and strong understanding of purpose 
2. Fair distribution of costs and benefits 
3. Fair and inclusive decision-making 
4. Fast and empathetic conflict resolution 
5. Authority to self-govern 
6. Appropriate relations with other groups 
7. Tracking agreed upon behaviours 
8. Graduated responses to transgressions  

to prevent a person or a subgroup from  
gaining power over others

A working advice process 
minimises the need for tracking

Fair and inclusive 
distribution of resources 

minimises the need for coercion

Supports an open and inclusive 
neurodiverse & creative team

Applying evolutionary science to coordinate action, avoid disruptive 
behaviours among group members, and cultivate appropriate 
relationships with other groups in a multi-group ecosystem  
(the work of Elinor Ostrom, Michael Cox and David Sloan Wilson) 
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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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Summary of progress since last year
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Lessons from HiNZ 2018
1. Don’t be restricted by hierarchy 

2. We looked at workplace trends and I hope to learn more about prosocial organisational design 

3. I have learned about tools to create non-hierarchical spaces 

4. The workshop has confirmed I am on the right path to creating an inclusive collaborative 
environment 

5. There is no end in sight for constant change 

6. Don’t make speculate, remember to always ask whether we have shared understanding 

7. There are lots of us (who are working towards inclusive culture of innovation and collaboration) 

8. Always try to add everyone’s voice to the conversation 

9. Separate the people from the problem 

10.We have identified several levers for transformation, and it is now up to us to grow a sector wide 
anti-bullying initiative that complements and supports the neurodiversity movement in New Zealand 
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Improving psychological safety
1. S23M is offering a non-commercial bullying alert system for neurodivergent employees. Creating and 

maintaining a psychologically safe environment is fundamental for the flourishing of autistic and otherwise 
neurodivergent staff. https://autcollab.org/projects/bullying-alert-system/ 

2. S23M is sponsoring the Autistic Collaboration website and is using this website to curate relevant 
educational material and to offer practical peer-to-peer support within the autistic community. The material 
on the Autistic Collaboration website is now being used as a key learning resource as part of the human 
resource curriculum of the MBA programme at the University of Otago. https://autcollab.org/about/  

3. S23M’s Creative Collaboration service assists organisations in establishing and improving psychological 
safety and organisational learning on an ongoing basis. We invite you to discover deeper forms of 
collaboration by transitioning from the information age to the knowledge age.  
https://s23m.com/creativity-as-a-service.html  

4. If you would like to get involved in creating neurodiversity friendly work environments, please email 
Jorn.Bettin@s23m.com, or join us online at Transforming workplace culture in healthcare on Loomio.org.  
https://www.loomio.org/g/fxKC08Qs/transforming-workplace-culture-in-the-healthcare-sector-in-new-zealand

https://autcollab.org/projects/bullying-alert-system/
https://autcollab.org/about/
https://s23m.com/creativity-as-a-service.html
https://www.loomio.org/g/fxKC08Qs/transforming-workplace-culture-in-the-healthcare-sector-in-new-zealand
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Problem statements  
and formation of self-selected working groups



Collaboration for Life 

A. How to initiate change: Analysing constraints and overcoming cultural inertia  

1. Teaching, learning, and change in a capacity constrained environment  

2. Challenging the executive team to understand change and the cultural context needed to support 
business as usual as well as innovation initiatives 

3. How to get management to open up to bottom-up disruptive change; how to get traction 

4. How to maintain an inclusive culture of innovation in a context where teams have limited 
technological literacy and where technology is not seen as an important driver of improvements 

5. Managing people’s response to change 

B. Describing the target: Characteristics of an inclusive culture of innovation and collaboration  

1. What is the best environment to nurture innovation and psychological safety 

2. The role of language; avoiding slogans (Deming) 

3. Encouraging a collaborative mind set and culture

Topics HiNZ 2019
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https://youtu.be/M_jhcvCYBbg 

Open Space

https://youtu.be/M_jhcvCYBbg
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Group A : How to initiate change

How do Execuitive Leadership teams embrace change? 

Barriers: 
1. Fear of unearthing the truth 
2. Fear of looking stupid 
3. Already receiving biased “information”  

via the official hierarchical reporting lines 
4. The power differential that weakens  

the weight of alternative perspectives 
5. Lack of courage, lack of education  

and genuine experience with co-design 
6. Groupthink 
7. Perceived lack of resources  

(the logic of “time = money”)

Solutions: 
1. Co-design tools and techniques, reducing the 

power distance to facilitate the flow of ideas 
2. Flatter organisations with reduced power 

distances and power differentials 
3. Develop appropriate use cases and stories as 

communication tools 
4. Champions of change (sponsorship) that are 

equipped with a sense of ownership and a 
mandate to market the need for change 

5. Ensure political support by engaging with the 
Ministry of Heath 

6. Education in design, creative collaboration, etc.
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Group B : Describing the target culture
Agree on and adopt suitable values and operating principles (1/2): 
1. Appreciate the value of long-term thinking – objectives that require concerted efforts over periods of 

3 years to 30 years and beyond. 
2. Appreciate the need for local autonomy for operational decisions – objectives that require 

immediate action within a week or shorter time frames. 
3. Non-hierarchical governance and flatter structures – appreciate the loss of agility and the loss of 

innovative ability that occurs when most ideas and decisions have to be communicated and endorsed via 
hierarchical reporting lines on a monthly, quarterly or yearly basis. 

4. Consider corresponding reductions in compensation gradients to avoid informal hierarchies and 
social power gradients from interfering with the free flow of knowledge within the organisation.    

5. Appreciate the value of tacit knowledge, and that it takes a person around two years to develop the 
tacit knowledge needed to become fully productive in an organisation. 

6. Design roles and responsibilities around the intrinsic motivations, interests, and strengths of 
individuals rather than around cookie-cutter job descriptions. 

7. Implement an advice process to improve organisational learning and decision making. 
8. Encourage staff to work on important tasks/deliverables in buddy pairs, which not only reinforces 

the habit of seeking and giving advice in a collaborative context, but also pro-actively minimises “single 
head of knowledge” problems.
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Group B : Describing the target culture
Agree on and adopt suitable values and operating principles (2/2): 
9. Structure the organisation using service/product line engineering principles, such that teams are 

categorised by the dominant time horizon of decision making (work stream) within the team:  
(a) Service delivery – business as usual, focused on daily operations,  
(b) Service design/development/change – focused on monthly and quarterly releases, 
(c) Service ecosystem and platform analysis/design/development – focused on objectives with a long-

term time horizon and on monthly and quarterly releases of service platform extensions/improvements, 
(d) Experimentation – temporary teams tasked with developing new knowledge that is relevant for service 

ecosystem and platform extensions/improvements. 
10.Complement product line engineering principles with further thinking tools to create an inclusive 

neurodiversity friendly culture. 
11. Design and implement appropriate formal and informal feedback loops between teams within each work 

stream and between the four work streams – these feedback loops constitute the governance framework of the 
organisation and enable regular a review shared values and related actions. 

12.Catalyse knowledge transfer and organisational learning across the organisation by encouraging staff to 
migrate permanently or temporarily (at least 3 months) to another team within the same or within in a different 
work stream – however take great care to avoid situations where a person is simultaneously responsible for 
deliverables as part of two or more work streams, as this inevitably reduces focus and quality, and may lead to 
burn-out.  
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Group C : The important role of language
The discussion of challenges within the healthcare sector revealed concepts and words that are useful for 
diagnosing and describing dysfunctional organisations and for offering relevant advice for concrete constellations 
of challenges:

1. Bullying 
2. Burn-out 
3. Coding error 
4. Coding variability 
5. Data change audit trail 
6. Diagnosis update 
7. Domain specific metric 
8. Fear 
9. Feedback loop 
10.Governance 
11. Groupthink 
12.Intrinsic complexity

13.Manipulation of metrics 
14.Neurodiversity 
15.Organisational silo 
16.Organisational learning disability  
17.Psychological safety 
18.Shared understanding 
19.Social power gradient 
20.Spurious complexity 
21.Tacit knowledge 
22.Time horizon 
23.Trust 
24.Wellness

One of the first steps towards diagnosing and addressing organisational dysfunction involves compiling a 
dictionary of definitions of these concepts that reflect the specific context of the healthcare sector.
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Summary of next steps & references

1. Appreciate the value of longer-term thinking 
2. Appreciate the need for local autonomy for operational decisions 
3. Eliminate or reduce hierarchical structures 
4. Consider corresponding reductions in compensation gradients    
5. Appreciate the value of tacit knowledge 
6. Design roles and responsibilities around the intrinsic motivations, interests, and strengths of individuals 
7. Implement an advice process 
8. Encourage staff to work on important tasks/deliverables in buddy pairs 
9. Structure the organisation using service/product line engineering principles 
10.Complement product line engineering principles with further thinking tools 
11. Design and implement appropriate formal and informal feedback loops 
12.Catalyse knowledge transfer and organisational learning 
13.Compile a dictionary of concepts and definitions for diagnosing and treating dysfunctional organisations 
14.Join our online collaboration initiative to incrementally create neurodiversity friendly work environments

https://ciic.s23m.com/2018/12/23/beyond-civilisation-towards-collective-intelligence/
https://ciic.s23m.com/2018/10/31/creating-an-inclusive-culture-of-innovation-and-collaboration/
https://autcollab.org/2019/08/05/people-management-and-bullying/
https://s23m.com/creativity-as-a-service.html#learning
https://s23m.com/creativity-as-a-service.html#neurodiversity
https://www.linkedin.com/pulse/organising-neurodivergent-collaboration-jorn-bettin/
https://s23m.com/conferences/product-tank-auckland-july-2018.html
https://s23m.com/creativity-as-a-service.html#thinking-tools
https://s23m.com/conferences/agile-auckland-october-2018.html
https://s23m.com/creativity-as-a-service.html
https://autcollab.org/projects/creating-neurodiversity-friendly-work-environments-in-the-healthcare-sector/
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Thank you!
jorn.bettin@s23m.com   &   pete.rive@s23m.com 

mailto:jorn.bettin@s23m.com?subject=
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Appendix : Discussion at HiNZ 2018
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Two different definitions of bullying
1. Ministry of Business, Innovation, and Employment : Workplace bullying is repeated and unreasonable 

behaviour directed towards a worker or a group of workers that can be physical, verbal or relational/
social (excluding someone or spreading rumours). Repeated behaviour is persistent and can involve a range 
of actions over time. Unreasonable behaviour are actions that a reasonable person in the same circumstances 
would see as unreasonable. It includes victimising, humiliating, intimidating or threatening a person. A single 
incident of unreasonable behaviour isn’t considered workplace bullying, but it could escalate and shouldn’t be 
ignored. Bullying is a psychosocial health risk which may increase the potential for workplace safety risks. It isn’t 
limited to managers targeting staff, or vice versa. It can happen between co-workers or involve customers, clients 
or visitors. If there is bullying, or may be bullying in your workplace the person conducting a business or 
undertaking (in workplaces, this is usually your employer) has an obligation to manage it. https://
www.employment.govt.nz/resolving-problems/types-of-problems/bullying-harassment-and-discrimination/bullying/ 

2. New Zealand Nurses Organisation : Bullying is a persistent misuse of power, whether formal or informal. 
It is ongoing offensive, abusive, intimidating, malicious or insulting behaviour. It may make the recipient or target 
feel upset, threatened, humiliated or vulnerable and undermine self-confidence. It may have a detrimental effect 
upon a person’s dignity, safety and well-being and may cause them to suffer stress. Bullying can be overt or 
covert. Bullying can be perpetrated by anyone in any position in an organisation. https://www.nzno.org.nz/
bullyfree  

The first definition relies on the term “unreasonable”, the interpretation of which is defined by the cultural context at 
hand. In a toxic environment behaviour that would be deemed unreasonable in a different culture may be deemed 
“reasonable”, making it extremely difficult for victims of bullying to be taken seriously.

https://www.employment.govt.nz/resolving-problems/types-of-problems/bullying-harassment-and-discrimination/bullying/
https://www.employment.govt.nz/resolving-problems/types-of-problems/bullying-harassment-and-discrimination/bullying/
https://www.employment.govt.nz/resolving-problems/types-of-problems/bullying-harassment-and-discrimination/bullying/
https://www.nzno.org.nz/bullyfree
https://www.nzno.org.nz/bullyfree
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institutionalised
hierarchy

cultural  
diversity neurodiversitypsychological

safety

trusted relationships 
competency based

bullying starts in homes and schools
sexual abuse is common

difficulty starting the discussion
(partisan discussions with unions etc.)

investigate the broader  
system and root causes

fear
threat

power gradients

create a cohort of
empowered people

we don’t use a shared definition of bullying

Workplace bullying, incentivising change in behaviour and 
thinking

high rates of suicides
green = opportunities
blue = creative potential
red = problems
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several 10s of 
tools (PMS etc.)

What is the rationale  
for new tools?

never ending  
work in progress

Tension between defined roles and 
the need to collaborate and innovate 

green = opportunities
blue = creative potential
red = problems legacy

busyness as usual keep building on top

writing reports

roles are 
impacted / change

purpose of the  
organisation

reactive change,
short-term focus

size and
hierarchy

fighting for space, funding, etc.

organisational  
silos

new team 
members

cultural
inertia
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Constant change

green = opportunities
blue = creative potential
red = problems

contractual obligations

team norms

individuals with  
different values up-skilling

cultural gender roles

ageism human scale

8 hours of time  
12 hours of work cognitive overlad

people leavehigh demand on 
frontline staff

use of external skills

technology changes

lack of broad
and deep expertise


