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Collaboration for Life

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/
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Prosocial core design principles @ S23M
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)

Supports an open and inclusive
neurodiverse & creative team

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
A working advice process
5. Authority to self-govern
minimises the need for tracking
6. Appropriate relations with other groups
Fair and inclusive distribution
7. Tracking agreed upon behaviours
of resources minimises the
8. Graduated responses to transgressions
need for coercion
to prevent a person or a subgroup from
gaining power over others
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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

Implementation
If you are interested in further details of how

•
•
•

the advice process,
the pro-social design principles,
and value creation via mutual trust and zero capital

are implemented at S23M, please contact jorn.bettin@s23m.com.
I am happy to share our experience with other teams.
From what I have seen to date, the abstract principles listed on the previous pages
provide a good starting point for implementing concrete policies and systems that are
specifically adapted to the needs of neurodiverse groups of people that have come
together for collaboration and mutual support.
With the needs of autistic people in mind, the original pro-social design principles from
Elinor Ostrom have been modified (a) to emphasise trusted relationships over strong
group identity, and (b) to limit the legitimacy of coercion to a narrow use case.
From my autistic vantage point, I believe that wider society would also benefit by
adopting a more autism friendly culture
https://autcollab.org/2018/04/05/what-society-can-learn-from-autistic-culture/.
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Backbone
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MODA + MODE backbone for
creating learning organisations and understandable systems

26 principles that provide
a meta paradigm to avoid
getting entrapped in a paradigm

MODA + MODE thinking tools for interdisciplinary research, design, and engineering:
https://coininco.files.wordpress.com/2017/08/moda-and-mode-lenses-and-principles.pdf
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26 techniques and tools for context specific methodology
construction, sourced from a range of domains
Source domains (sciences)

•
•
•
•
•
•
•
•
•
•
•
•

Scientific method
Theory of knowledge
Cognitive science
Creativity, neurodiversity
movement
Disability studies
Critical psychology
Sociology
Social psychology
Organisational psychology
Evolutionary biology
Cell biology

Source domains (engineering)

•
•
•
•
•
•
•
•
•
•

Probabilistic reasoning
Product line engineering
Domain engineering
Model driven engineering
Domain specific modelling
Continuous improvement
Kaizen
Agile software development
Management
Risk management

Medicine
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Mathematical foundations

•
•
•
•

Category theory
Model theory
Denotational semantics
Multi-state logics

The MODA + MODE backbone – principles 1 to 3
#

1

2

3

MODA + MODE principle

Understand that minorities and outsiders are well positioned for uncovering
attempts of deception

Give minorities and outsiders access to private means of communication

Operate transparent governance

Motivations

Sources
[domains & references]

addressing corruption, honesty

Disability studies; critical psychology:
James I. Charlton (2000) Nothing about us without us: disability
oppression and empowerment; University of California Press. Oliver,
Mike (1993) "The social model of disability: thirty years on". Disability
& Society. 28 (7): 1024–1026. Kincheloe, J. & Steinberg, S. (1993) A
Tentative Description of Post-Formal Thinking: The Critical
Confrontation with Cognitive Thinking, Harvard Educational Review, 63
(2), 296–320. Prilleltensky, I. (1997) Values, assumptions and
practices: Assessing the moral implications of psychological discourse
and action, American Psychologist, 52(5), 517–35. Parker, I. (1999)
Critical Psychology: Critical Links, Radical Psychology: A Journal of
Psychology, Politics and Radicalism.

development of new theories, equality

Sociology, social psychology:
Aronson, E., Wilson, T. D., & Akert, R. M. (2010) Social Psychology
(7th edition), New York: Pearson. Garrett, Jan (2008-04-23)
"Discrimination and Affirmative Action”, Western Kentucky University,
Retrieved 2008-04-15. Shapiro, Thomas (2004) The Hidden Cost of
Being African American, Oxford University Press.

access to evidence, trust

Management, medicine:
Schnackenberg, Andrew K.; Tomlinson, Edward C. (March 2014).
"Organizational transparency: a new perspective on managing trust in
organization-stakeholder relationships". Journal of Management.
Sage; McGivern, Gerry; Fischer, Michael D. (1 February 2012)
"Reactivity and reactions to regulatory transparency in medicine,
psychotherapy and counselling”, Social Science & Medicine. 74 (3)
289–296.
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The MODA + MODE backbone – principles 4 to 6
#

4

5

6

MODA + MODE principle

Motivations

Sources
[domains & references]

Cognitive science:
Sweller, J (June 1988) "Cognitive load during problem
solving: Effects on learning”, Cognitive Science. 12 (2):
understandability, ease of communication, 257–285. Longo, Luca (2014), Formalising Human Mental
happiness, simplicity, usability
Workload as a Defeasible Computational Concept (Ph.D.),
The University of Dublin, Trinity College. http://
industrialized-software.wikidot.com/fundamental-principlesfor-modeling-language-design (2009)

Adapt the cognitive load generated by technology to human
cognitive limits

Recognise neurological differences as authentic and valuable
sources of innovative potential

Value metrics from the physical and biological world more than
human opinions

discovery of externalities, resilience,
happiness

Neurodiversity movement:
Judy Singer (1998) Odd people in: The birth of community
amongst people on the autistic spectrum (University of
Technology Sydney). Judy Singer (2017) NeuroDiversity:
The Birth of an Idea, amazon.com. Nick Walker (2014)
http://neurocosmopolitanism.com/neurodiversity-somebasic-terms-definitions/

minimise human bias, minimise cultural
bias

Scientific method:
Kuhn, Thomas S. (1961) "The Function of Measurement in
Modern Physical Science", ISIS 52(2), 161–93. Kuhn,
Thomas S. (2012) The Structure of Scientific Revolutions
(50th Anniversary ed.), Chicago: University of Chicago
Press
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The MODA + MODE backbone – principles 7 to 8

#

MODA + MODE principle

7

Value local perspectives more than widely-held popular beliefs

8

Value the strength of shared beliefs and corresponding
evidence more than the number of shared beliefs

Motivations

Sources
[domains & references]

learning, collaboration between groups,
happiness

Theory of knowledge:
Feyerabend, Paul K. (1975) Against Method, Outline of an
Anarchistic Theory of Knowledge. Reinhartz-Berger, Iris;
Sturm, Arnon; Clark, Tony; Cohen, Sholom; Bettin, Jorn
(2013) Domain Engineering: Product Lines, Languages,
and Conceptual Models, Springer Science+Business
Media. Deming, W. Edwards (1993) The New Economics
for Industry, Government, and Education. Boston, Ma: MIT
Press.
Deming, W. Edwards (2000) Out of the crisis (1. MIT Press
ed.). Cambridge, Mass.: MIT Press. https://deming.org/
explore/so-p-k

trust, happiness

Scientific method
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The MODA + MODE backbone – principles 9 to 12
#

9

10

11

12

MODA + MODE principle

Use information quality logic to minimise ambiguity

Use probabilistic reasoning to acknowledge uncertainty

Conduct commonality and variability analysis

Formalise the results of commonality and variability analysis

Motivations

Sources
[domains & references]

shared understanding, precision, quantification of
knowledge

Multi-state logics:
Alan Ross Anderson and Nuel Belnap (1975) Entailment: the logic of
relevance and necessity, vol. I. Princeton University Press.
Alasdair Urquhart (1972) The Semantics of Entailment. PhD thesis, University
of Pittsburgh. Mares, Edwin, and Meyer, R. K. (2001) "Relevant Logics," in
Goble, Lou, ed., The Blackwell Guide to Philosophical Logic. Blackwell

honesty, risk assessment, quantification of risk,
quality management

Probabilistic reasoning:
Darwiche, A. (2009) Modeling and Reasoning with Bayesian Networks.
Cambridge University Press, New York

collaboration, simplicity, agility, usability

Product line engineering:
Clemens, P., Northrop, L. (2002) Software Product Lines – Patterns and
Practices. Addison-Wesley,Boston, MA. Weiss, D., Lai, C.T.R. (1999) Software
Product Line Engineering: A Family-Based Software Development Process.
Addison-Wesley Professional, Reading, MA
https://resources.sei.cmu.edu/library/asset-view.cfm?assetID=495357

shared understanding, resilience, knowledge
sharing, automation

Model driven engineering:
Clark, T., Sammut, P.,Willans, J. (2008) AppliedMetamodelling: A Foundation
for Language Driven Development. Ceteva, Sheffield. Clark, T., Sammut, P.,
Willans, J. (2008) Superlanguages: Developing Languages and Applications
with XMF. Ceteva, Sheffield. Alfons Laarman, Ivan Kurtev (2010) Ontological
metamodeling with explicit instantiation. In: van den Brand M., Gasevi D., Gray
J., (eds.) Software Language Engineering. Lecture Notes in Computer
Science, vol. 5969, pp. 174–183. Jorn Bettin, Tony Clark (2010) Advanced
modelling made simple with the Gmodel metalanguage. In: Proceedings of the
First International Workshop on Model-Driven Interoperability, pp. 79–88.
ACM. http://industrialized-software.wikidot.com/core-values and http://industrializedsoftware.wikidot.com/fundamental-principles-for-modeling-language-design (2009)
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The MODA + MODE backbone – principles 13 to 16
#

13

14

MODA + MODE principle

Develop visual domain specific languages to describe familiar domains in
unambiguous terms

Understand that all information is dependent on perspective and viewpoint

15

Understand that a multitude of perspectives generates new insights

16

Validate shared understanding by sharing of models and corresponding
instances

Motivations

Sources
[domains & references]

Domain specific modelling:
Jorn Bettin, William Cook, Tony Clark, Steven Kelly (2009) Knowledge
shared understanding, precision, simplicity,
industry survival strategy (KISS): fundamental principles and
understandability, quality of design, manufacturing interoperability requirements for domain specific modelling languages.
and recycling
In: Proceedings of the 24th ACM SIGPLAN Conference Companion on
Object Oriented Programming Systems Languages and Applications,
pp. 709–710. http://www.dsmforum.org/publications.html

diversity, usability, fitness for purpose

Domain engineering:
Reinhartz-Berger, Iris; Sturm, Arnon; Clark, Tony; Cohen, Sholom;
Bettin, Jorn (2013) Domain Engineering: Product Lines, Languages,
and Conceptual Models. Springer Science+Business Media. Eilenberg,
Samuel; MacLane, Saunders (1945) "General theory of natural
equivalences". Transactions of the American Mathematical Society. 58:
247.

learning, resilience, innovation

Neurodiversity movement, creativity:
Scott E. Page (2017) The Diversity Bonus How Great Teams Pay Off
in the Knowledge Economy, Princeton University Press. Penny
Spikins, Barry Wright & Derek Hodgson (2016) Are there alternative
adaptive strategies to human pro-sociality? The role of collaborative
morality in the emergence of personality variation and autistic traits.
Giles Fauconnier, Mark Turner (2002) The way we think, Conceptual
blending and the mind’s hidden complexities, Basic Books. https://
autcollab.org/deep-innovation/

shared understanding, evidence, quality of design,
Scientific method, domain engineering, model driven engineering
manufacturing and recycling
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The MODA + MODE backbone – principles 17 to 20
#

17

18

MODA + MODE principle

Understand that power gradients stand in the way of
transformation

Aim for optimal conflict in a supportive and trusting team
environment

Use agile experiments when venturing into unfamiliar domains
19
to learn from mistakes
Conduct an adequate number of experiments in different
20 contexts to minimise risk before global application of major
changes

Motivations

Sources
[domains & references]

courage, transformation, reduction of
externalities

Continuous improvement:
Deming, W. Edwards (1993) The New Economics for
Industry, Government, and Education. Boston, Ma: MIT
Press. p. 132. ISBN 0262541165.; Deming, W. Edwards
(2000). Out of the crisis (1. MIT Press ed.). Cambridge,
Mass.: MIT Press. p. 88. https://deming.org/deming/thedeming-philosophy

agility, learning, quality of design,
manufacturing and recycling

Organisational psychology:
Robert Kegan (Author), Lisa Laskow Lahey (2009)
Immunity to Change: How to Overcome It and Unlock the
Potential in Yourself and Your Organization (Leadership for
the Common Good)

experiments, learning, quality of design,
manufacturing and recycling

Scientific method, continuous improvement, agile
software development:
Kniberg, H. (2007) Scrum and XP from the Trenches.
C4Media, Toronto; http://agilemanifesto.org/ (2001)

caution, minimisation of externalities

Scientific method, risk management:
John S. Bircham (Author), Heather J. Connolly (2013)
Addicted to Performance http://
addictedtoperformance.com/
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The MODA + MODE backbone – principles 21 to 23

#

21

MODA + MODE principle

Understand that collaboration occurs to the extent that there is
shared understanding

Recognise paradoxes and disagreements as the essence of
22
continuous improvement

23

Practice everyday improvement, everybody improvement,
everywhere improvement

Motivations

Sources
[domains & references]

shared expectations, design of value
cycles, evolution of ecosystems

Domain engineering:
Takeuchi, Nonaka (1986) The New Product Development
Game, https://hbr.org/1986/01/the-new-new-productdevelopment-game;
Nonaka, Toyama, Hirata (2008) Managing Flow: A Process
Theory of the Knowledge-Based Firm, Palgrave Macmillan

evolution, continuous improvement of
design, manufacturing and recycling

Kaizen:
Masaaki Imai (1997) Gemba Kaizen, A common sense
approach to continuous improvement strategy, McGraw
Hill, Jeffery Rothfeder (2014) Driving Honda: Inside the
World’s Most Innovative Car Company, Penguin https://
www.kaizen.com/learn-kaizen/learning-materials.html

continuous parallel evolution, continuous
improvement of design, manufacturing,
and recycling

Kaizen:
Masaaki Imai (1997) Gemba Kaizen, A common sense
approach to continuous improvement strategy, McGraw
Hill
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The MODA + MODE backbone – principles 24 to 26
#

MODA + MODE principle

24 Engage in niche construction

25 Use feedback loops to create learning systems

Use modular decentralised design to promote reuse without
26
compromising resilience

Motivations

Sources
[domains & references]

Evolutionary biology, cell biology, neurodiversity
movement:
Barbieri, M. (2008) “Life is semiosis – the biosemiotic view
of nature” cosmos and history. J. Nat. Soc. Philos. 4(1),
diversity, resilience, happiness
29–52. Sonia E. Sultan (2015) Organism and Environment:
resilience in design, manufacturing, and
Ecological development, niche construction, and
recycling
adaptation, Oxford University Press. Beau Lotto (2017)
Deviate: the science of seeing differently, Weidenfeld and
Nicolson. http://cosmosandhistory.org/index.php/journal/
article/view/99/198

learning systems, speed of innovation,
protocol design, cell chemistry, neural
networks

Domain engineering:
Takeuchi, Nonaka (1986) The New Product Development
Game, https://hbr.org/1986/01/the-new-new-productdevelopment-game; Nonaka, Toyama, Hirata (2008)
Managing Flow: A Process Theory of the KnowledgeBased Firm, Palgrave Macmillan; M.E.J. Newman (2010)
Networks: An introduction, University of Michigan and
Santa Fe Institute. Oxford University Press.

simplicity, resilience in design,
manufacturing, and recycling, resilience of
cells, organs, organisms, species, and
ecosystems

Evolutionary biology, cell biology
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S23M experience / bias

A specific culture may have further bones, but one or more
missing vertebrae lead to an organisational learning disability
Collaboration for Life

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.

Collaboration for Life

