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Invite full precence and awarenece
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Actively ctep into other people’c choe¢
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I¢ my behavior in thic moment the greatect
contribution I can make to the effectivenece of

; thie collaboration?
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Bravely addrece tencione while ctaying in touch



Chow up and be honect
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Nonviolent
communication

",
3

responding to a situation

\y (7
a.k.a. the ;WHY
[\

simply described in a

brief summary

explaining:

what’s happening: | credte
o current situation p
gion tat
obserVs ' o effect on the org ob _e Che
Vioyss
what’s needed: ...,
es
d tée I/IOW/
o need of the org

o impact of attending
to that need

Sociocracy 3.0



Wicdom that hac not yet taken
conctructive form
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Effective Collaboration at Any Scale
©
\ S 3 ]
o ©
A Social Technology for Evolving

Agile and Resilient Organizations
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flexible principles based free
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Centralised (A) Decentralised (B) Distributed (C)

Make cure information and influence flowe trough the cyctem



Four Dimensions

B

Flow info & mﬂuence

Respond quickly @

Clarify domains

and effectively to
changing contexts

Backlog

]
1
—
Prioritize backlogs

Do what needs @

Identify &
distribute
work

()

Review & improve ‘~~—

to be done to create
maximum value

Pull in work

Contnbube

interactions Build and maintain

engagement

and accountability I
—é\j] '

Bul/d collaboration
Learn & grow

AN
Ny A
Clarify ;WHY
(IS Tap
collective intelligence
to create and evolve

effective decisions

Create
Experiments

4 (e
Experiment -

and learn Good enough?

Safe enough?




clear rolee with explicit freedom & boundaries

& proper delegation that encures
Fow of information & influence & feedback



Domain:

A dictinct area of
recpongibility and
autonomy that
addreccec a cpecific

organizational need.

. Delegate Influence

AR

We delegate

influence and

‘ Delegator We clarify the
retain overall domain, and
accountability provide support
for this and
subdomain e opportunities
Doma:‘n for development
ﬁ to delegatees
Delegatee

... takes responsibility for the domain,

R
by keeping a! ;é for a termﬁ?a&er which ' reselect

Role

or serving in a:

OO

HelpingTeam Circle Open Domain

DN s sovicernes i vt o, WL LR DN S A 0 TR PN TR LI L AT



Clarify Domains

— b
A distinct area of influence, activity and
decision making within an organization

N

Domain Description

‘ 98?\ Delegator:

\
\ D Primary Driver

E/Key responsibilities

Q e} Q Q

Constraints
(dependencies, reporting, etc)

@ Resources
(budget, time, tools, privileges, etc)

Prer"erred qualities, skills, experience

Q Q Q Q

?v Evaluation criteria

Q

Review date(’s)

o Q

Can be extended with:

*External Constrainte
*Key Challenges

*Key Deliverablec

* Delegator

4% escpon cibilitiee

*Key Metrice

?

Q9

Q



Building Organizations

(Doub/e ) g

O Role
Linking

HelpingTeam
-— Circle

() -
()
o

Representative
# Open Domain
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Organizational Structure

007
%% é} 8 O Fractal

Delegate Circle O - Organization

0 5

00y,
Q—) q O “ "~\\__~ \\|
; ; O Service

Double-linked Organization

Hierarchy Service Circle
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Reprecentatives reprecent
their circlee

Bring propocals that impact

more circle

Report back to their circle
about decicione made



An effective organisational Structure

-Supports flow of value
-Shows the channels through which
information and influence flow
-Enables collaboration
-Addresses dependencies
-Ensures information is available to
those who need it
-Djstributes power to influence
Evolves continuously




Organizing Work
To Do IDoingl Done Appreciations Improvements
I ey _ Backiog |
] oDo| x2 one l:l
Addition: | = — T [ ]
L]
Pull system X [ ]
Inbox -
for work Lirits e Prioritize
in progress Backlogs Retrospective

To Do |Doing| Done

To Do | Doing| Done

To Do | Doing| Done

Daily T Planning & Review
Stand-up D ot Meetings
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**“Governance

(of an organization or a domain within it)‘:
the act of setting objectives, and
making and evolving decisions that

de people towards achieving them..'

-IIIII.....
L4
mEEw
....

L]

% gui
*

L
T TR L L L T T T T T T e R

Self~Governance

People governing themselves within

the constraints of a domain.

Self-Organization

Any activity or process through which people
organize their day-to-day work without the
influence of an external agent, and within
constraints defined through governance.

“'(?F16f77tﬁk9f1$ ..llll.|.|lllllll..
doing the work and organizing day to ;!
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defined through governance.
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Governance vs Operations

Driver
Is this covered by a previous decision?

NO YES

b

Will this decision govern

future decisions and actions?

YES NO

To do Work in

Progress Done
To decide | Agenda | Agreed

_____ =
g A - |3 |1
: e |

prioritize

L]

&
groups ma'ke&3 0O j
or

decisions in

Governance

e
Meeting Y @
resulting in Agreements

b 7 Bk ok



Governance Meeting

-~
]

. Opening round

o Administrative matt%

5
o consent to last minutes o last-minute agenda items \
© consent to agenda

VA

o short reports

. © date for next meeting

o agreements due review

' Driver Name

Time Process

\ 10 com :

v [— [ — | 20 PF :

‘\ — —_— 715 | Selection /
“l/\

B )
Meeting Evaluation ﬂ @’j

—_— e —

Chort reporte
by domaing

Peer Peviewe



QV‘?\ Peer Review
([ %
\5/

for teams or individuals -

ﬂabe participants L&}%{

e

M Collect appreaat/ons

On agenda of

the next (
€/o ¢o

Governance Fretor ‘o...

Meeting

S Pdss

Consent to plan
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<1 Role Selection
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Present Domain ﬁ/@
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P\é/ Record Nominations
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o % THE PKOCESS FLOW

Q
o
| S 1.
o~ ? Make cure there i¢ a

* o  mandate to ctart the procecs



2.
Bring ingpiration around
cociocracy & organicational

ctructure

a



5.
+  Cence if anything neede to be

o acknowledged before you can

ctart



9.
Create an organication
drawing or ecocyctem with

appropriate domaing



5.
Create domain deccriptions,
together or ac homework, in

pairs, and congent to them



6.

Make agreements on terms,
linke, (gov)time budget,

coordination, evaluation



2.
Populate the domaing, if
helpful via the role celection
procecs



5.

Set up back loge per domain,
define ctrategies and precent
them in the (Firet)
GovMleeting



7.
Connect backloge into one
Lransparent workflow with

one inbox per domain



70.
Organice delegation (rotating
or ﬂkea/] and inctall a
Delegate Circle



.~ THE PROCESS FLOW

Q

pe

g 71.
i Run facilitated Governance
¢ » Meetinge

a

® L)
® Q



712.
Do Peer Peviewe on domain

level (during GovMeetinge)



© N o s~ W N

10.
11.
12.

Make sure there is a mandate to start the process

Bring inspiration around organisational structure

Sense if anything needs to be acknowledged before you can start

Create an organisation drawing or ecosystem with appropriate domains
Create domain descriptions (together or homework, in pairs) and consent
Make agreements on term, links, time budget, coordination, evaluation
Populate domains, if helpful via role selection

Set up back logs in each domain, define strategies and present them in (first)
GovMeeting

Implement transparent work flows/ backlogs with inboxes

Organise delegation (rotating or fixed) and install a Delegate Circle

Run facilitated Governance meetings

Do Peer Reviews (during Govmeetings or separate)
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Drawing the domainge
Explore and find concent on the domaine and ctructure you
need. Multiple lencec can be applied (core bucinecs, people’s
neede, temporary, knowledge, project domaing..)
Came for the level of detail and cubdomains.

\W\! ///
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Good enough for now
[he firct domain deceription ic a draft,
ite a living document. Don't overengineer, keep it brief

(1-1,5 pagec)

\W\! ///

>



Aab'act Domain a/es’cri,btionc
Every Peer Review check the domain deccription and adjust
to reality.

\W\! ///

>



Living cyctem
The governance model i a draft. Navigate via tencion to
improve it . Evaluate and revice the model, domaing, rolec

and agreemente reqularly (yearly).

\W\! ///

>



Delegacy
Inctall a delegate cirele with repe
by contracting them for a chort term at firet.

\W\! ///
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Safe enough to try
It chould be poccible to give back your role and ack for help.

\W\! ///
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[ake ownerchip
Strategiec are decigned and executed by domain/role
keepers.

\W\! ///
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Congent on ctrategies
Develop ctrategiee within domaine and propoce them to the
Delegate Circle.

\W\! ///
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Self organization
(et domaine find their own way of working, but work with
chared backlogs.

\W\! ///
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Self governance
Run Governance Meetinge in domaine ac well, if thic ic
adding value.

\W\! ///
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él'méihg
Invect time to organice depehdehciec and create Govmeet/ng

templates to addrece cpecific needs.

\W\! ///
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Inbox
Inctall an inbox, a way to bring work (driverc) to other

domaing.

\W\! ///

>



Learn by doing
[rust the procecs, ctart quickly with feedback loops and
buddy working (eg. facilitating each otherce Govmeetinge).
Evaluate GovMeetinge and facilitation.

\W\! ///

>



Delegate Circle
Run one every 2 wke/Ix month.
Ceparate the rolec (agenda building, time keeping,
notetaking, facilitating )

\W\! ///

>



Prepare for GovMeetings
Build the agenda on time. Send out propocale for
Governance Meetinge/Delegate circle (7-3 daye) in advance.

\W\! ///
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Decicion making
(earn to uce concent decicion maé/ng ,bro,ber/y, invite

expertice and mentoring.

\W\! ///
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Domain Peviewe
Ctart with Peer Reviewe on Domain level after 1-3 monthe
(ecpecially for new rolec).

\W\! ///
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Experiment with a-gynchronous working
eq. Pre-fill in Reporte or Peer Reviews in advance or uce a-

Cynchkm«e concent c(ecig’ioh maé/hg.

\W\! ///

>
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Sabine: how to
make sure this

= is doable > we
proactive should keep
IT this simple
needed

Production

Project
administ
ration

Adminin
strator

Internal
communi
cations

needa
coordinator or

is staffing and Sabine: better
description
needed for
repository

DesignOps

Services

Coordina
tor

Represe
ntative

Financial
Manager

Design
Lead

To
rethink

Coordinating
cross domain
links, follow op,

TBD (prev.
circe leads)

Project team

Financial
Administ
rator

Coordina
tor

Staffing

Designer

Possibility to
pitch new
knowledge

byall

Represe
ntative

Represe
ntative

Coordina
tor

Reposi-
tory

Account
Manager

Represe
ntative

Knowledge

Represe
ntative

Coordina
tor

Delegate
circle

Represe
ntative

Ourvision and
‘mission should be

Offering

Represe
ntative

Who will decide on
communication

strategy > this Brand
domanin
consultation with
e
Communicati
ons

Represe
ntative

Career
planning

People

Coordina

Evaluation
to rethink

Person of
Trust

Preventio
n Advisor
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vervangingen

PLANNIN
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planning beheer
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globale’:,
planning

Business
Development
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STRATEGIE

(ARTISTIEK)
ARCHIEF






.~ \
: I’ ' ‘\ —’ \
/ [ |
‘/ "
| \
/
| |
“ -~ |
/ PN |
e |
]
| 4
|
{
]
™~
) .~
)
~ -
.~
)
Se
|
~
| ) . ;)
\ ' ®
\ )
.~ ,
\ l’ /
\ ~‘ //
\ /
\ )
\ netwerk ° ‘ )
| VN } /
\\ 1‘ leden Everkt | /
| \ / /
\\\
. |
e \
relaties: Ewoud
raad van advies
trainingen
P f y N . i B
P samanisme) Aot ' )
/ | wijshel If I ) \
/ | \L 1l Trauma = P '
\ I N\ \ Heling ) / Ecologe (‘ :
/ \ S ¢ e cologe ’ \
\ /Team & org’\ \ : y \‘
ontwikkeling | \W\ ﬁ \\
&change | @ . “\
N\ N/ '/ = |
’~ | ‘ i ~- \
: | , \‘ b Z \
' ) & |
A
‘ \
[ \
‘ .~ ‘
i '@ ~’ }
b -~
\ 4 \ # -
\ % : .
\ ) \
\ / |
\ -




DO TON NAVE
QUESTIONS?

S

Pleace raice your hand







Thank you co much for attending!
Welcome to follow my work
Englich webcite via Soon!

DETTE VAN ZEELAND
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