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So you’ve got a DAO…

In a world of scalable efficiency, great leaders
have all the answers.
In a world of scalable learning, great leaders
have the best questions.
John Hagel
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CONTEXT
WHAT IS DISTRIBUTED AND CONNECTED
LEADERSHIP?
“I am the first and the last President of Liberland,” says Vít Jedlička. In
an unclaimed piece of land between Croatia and Serbia, Jedlička
declared Liberland as an autonomous country with has approximately
500 citizens and a much longer waiting list. The country’s government
is working with Aragon to implement a direct democracy which will no
longer require a head of state to lead the country.
The country itself is distributed. Because they have received so many
applications from refugees, Liberland is working with Somaliland to
purchase a free zone in Africa where these refugees can live, and
acquire their Liberland citizenship. The country is also in negotiations
with Honduras for an island off the coast, which will also become part
of Liberland (“It’s shaped like the letter L,” Jedlička notes showing a
slide of the island.) It’s impossible to listen to Jedlička without being
moved. When asked if they will be applying for membership in the EU,
he glibly says “We don’t recognize the European Union.” Everyone
laughs, not because of the statement’s absurdity, but because of its
truth.
Liberland is the first modern distributed nation. We don’t know how
that’s going to go but we recognize that citizenship is a relationship
between a human and an organization that provides certain services,
and today, many, if not all, of those services can be provided digitally
or remotely.
Bitcoin is the first modern digitized currency. We don’t know how
that’s going to go, but we recognized that currency, too, is a
relationship between humans, with an organization as the facilitator of
that relationship. Monetary relationships, too, are remote and digital.
8
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Even local purchases are the result of many monetary transactions
happening in a distributed manner.
Distributed and Connected leadership recognizes the global nature of
our relationships, the connectedness of all of us as humans, and the
need for a new way of organizing ourselves. We have developed
distributed technology and we are waiting for “regulation to catch up.”
Guess what? Regulation will not catch up.
It is our responsibility to take on the leadership of this new
organization of human society, to create appropriate regulation for this
new world, and to protect our citizens, the citizens of the world. To this
purpose we dedicate this book and all of the work that we are doing to
bring in this new generation of leadership.

WHY THIS BOOK
The promise of blockchain and distributed ledger technology is a world
where people take back the control over their own money, identity and
data
As an expression of this promise, organizations in the blockchain space
are aiming to create Distributed Autonomous Organizations (DAO),
foundations and even decentralized and distributed companies. We
can already see the solutions are somewhat clunky. Hard forking of a
crypocurrency protocol is hardly a replacement for democracy. Having
everyone in an organization responsible for whatever they want isn’t
much of a solution either. The result is a high level of inefficiency,
whether that expresses itself as multiple bitcoin currencies or
companies that are unable to respond to customer emails efficiently.
We’re also seeing some telling signs of centralization, such as the
concentration of cryptocurrency holdings, mining operations, or even
the same (predominantly white/Asian male) speakers showing up at
industry events.
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This handbook provides the elements of leadership that are needed for
a distributed form of governance for foundations, companies, and
perhaps, one day, governments. It comes with two caveats:
•

Firstly, it’s short. If you are reading this, you probably raised
money or are well on the way to raising money in your ICO and you
need to implement it quickly. Ideally, we would have a longer book,
but you wouldn’t read it, so what’s the point? If you want more, or
you are interested on being part of the thought process, contact us
or take a look at some of the references in the back for more indepth training.

•

Secondly, it’s a work in progress. Note the 1.0 in the title. We are
amongst the first writing a handbook for the needed mindset in
DAOs. This is just the beginning. That said, we are a team with
decades of management and peak performance expertise. Applying
the tools and mindsets we have gleaned over our years in
management of for-profit, nonprofit and governmental
organizations, we are convinced that with the right set of tools,
including decentralized ledger technology, we can fulfill the
promise of the distributed and connected world. Please give us
your feedback as you implement these exercises and let us know
where we need to improve, what’s missing, and what works.

TECHNOLOGY AND PEOPLE
Thousands of experiments are now being developed on the blockchain
to create the right technology for decentralized human organization.
We trust the developers of these technologies to come up with amazing
solutions. But they aren’t doing much about mindset.
Nobody came in at the beginning of the internet and said: soon you will
all be able to talk to one another, so let’s train you in a new way of
communicating. A decade later, when we set loose a twitter chatbot to
“learn human behavior” it rapidly became a nazi nymphomaniac.
Nobody thought about the direction we wanted to go in, and we got
some arbitrary results.

10
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Unlike the internet community, the blockchain community has a clear
vision of where it wants to go, and, generally speaking, we have some
of the best technologists in the world working on this. It’s time to bring
in some of the world’s best human training techniques as well. Grace
and Marco both have extensive experience in training humans within
organizations, and Grace has extensive training in decentralized
organizational leadership.
Without this training, we leave to chance how humans will utilize this
technology. If you are reading this book, you probably are already
experiencing the gap between your vision of decentralized leadership
and the reality of decentralized leadership.
Distributed and connected leadership holds the promise that we can
work together in any organization, company, or community in a way
that empowers each and every one of us to impact the matters we care
about. It allows us to participate in group solutions without sacrificing
our individuality.
To be able to deliver on this promise, we need to look at leadership and
organizational structures in a completely new way. Of course, we have
known this for a long time. Blockchain merely the facilitator in
emphasizing humanity's true nature of harmony, growth and positive
social interaction. Through the work in this book and in live seminars,
interacting with other leaders, we will create the human mindset shifts
and organizational practices appropriate for the implementation we
design and the outcomes we desire.
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THE MISSING TOOLS
Blockchain and distributed ledger technology have provided the
technological basis for distributed and connected leadership, but
having the technological tools does not mean we have the complete
picture. The most common problem we hear from companies trying to
implement decentralized leadership is that their staff lack the
communications abilities to work together effectively when nobody is
the boss.
By the way, distributed leadership doesn’t mean nobody is the leader.
It means each of us has an area in which we are a leader. In some sense
of the word, nobody has ever really been the boss. Telling people what
to do based on a power relationship has limited potential, particularly
in creative jobs.
This handbook focuses on the three elements that technology doesn’t
provide:
● Mindset: Our current paradigm (brainwashing) in society has
two fundamental mindsets that need to shift. Firstly, the
paradigm that we are independent, and that other people’s
opinions and actions are a threat to our freedom and
independence. Secondly, the paradigm that some authority
from above (earned, elected, or grabbed) should manage things
if we want things to run smoothly.
● Management tools: Most people in the blockchain industry are
starting out with minimal management training as is.
Compound that with the fact that many of the classic
management tools are irrelevant in decentralized organizations
and you have a recipe for failure.
● Communications tools: Can someone explain to us why kids are
never taught communications skills beyond “listen to the
teacher?” We just throw them in a playground and hope they
will figure it out. If you have ever had communications skills
training, you are in the minority. If you haven’t, good thing you
are reading this book.
●
12
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●

Cam we automate it?

Section 1: You as a leader
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YOU ARE THE CENTER OF THE
UNIVERSE
Centralized leadership was very effective for making the progress
humanity has made so far, but it’s showing itself to be increasingly
bankrupt. The reason for this is quite simple: Humanity has to be seen
as an ecosystem rather than a command chain. Centralized leadership
was necessary for mass organization, as there was no way of
communicating and executing in a direct interoperative manner, it was
simply impossible for company owner 150 years ago to discuss issues
or interact with all its employees instantly. The last 10 years saw a
massive shift in how people are able to communicate. Today’s
communication is instant, global and free or low-cost. Furthermore
Blockchain has created today a global, totally transparent and
horizontal execution layer (Smart contracts). With the development of
new communications tools, we now have new options. Unfortunately,
we find ourselves in the situation where we are going to need to undo
the damage caused by a centuries-old system where a small number of
people benefited at the expense of others, and of our shared home, the
planet earth. The delusion that one person can benefit at the expense
of others has led to extreme poverty, massive destruction of our
environment, and, most horrifically, murder and warfare.
The truth is that every action we take affects all of as a whole. We feel
bad when we harm another person. We feel bad when we see a person
in pain, even if we didn’t cause it. We feel good when see a baby
laughing. That’s just on the individual level. On a societal level, no
matter how rich we might be, when we live in a society with a lot of
suffering, we also experience stress: fear of crime, disease, and
deterioration in the physical environment.
We can’t buy our way out of the ecosystem, even with cryogenics,
genetic engineering, and a rocket ship. We are part of this ecosystem
called humanity, and a larger ecosystem called planet earth.

14
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So when we say “You are the center of the universe,” we mean that in
several contexts. In later chapters, we’ll talk about responsibility and
leadership as contexts, but the first thing that we understand as leaders
in a distributed world is that we are individuals in the way that our
cells are individual cells. When the cells in our body act as individuals
rather than part of the whole, we call that “autoimmune disease” or
“cancer.” In that context, we would say that humanity has an
autoimmune disease. Some cells are misidentifying the other cells as
enemy cells, and killing them.
While we are all individuals with individual needs and interests, it is
delusional to think that we can serve our interests at the expense of
others. The ecosystem doesn’t work that way, and it never has. In that
sense, you are the center of the universe. What you do, or if you do
nothing, it touches the entire ecosystem.

Exercise: Visualization
If you have never meditated or done guided visualization before, this
may seem a bit weird. Relax. Tim Ferriss says that meditation is the
most common practice among high achievers. He has spent decades
trying to figure out what the common denominators are for success,
and that’s all he’s come up with: almost all highly successful people do
some form of meditation or visualization, people like Ray Dalio (the
most successful hedge fund manager of all time) to Oprah Winfrey.
Welcome to the club of the most successful people. 1
We created this specific meditation for a purpose. You don’t have to do
it every day, of course. We do suggest, however, that whenever you are
making a decision that will impact many people, you use some form of
this visualization to get in touch with the magnitude of your own power
and influence.
•

1

Take 3 deep breaths. Breathe into your heart as you do this
meditation. Any time the meditation seems difficult, place your
hand on your heart, and breathe as if you are breathing into your

https://siyli.org/
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heart. Imagine your breath is filling your heart. Keep your
breathing focused on your heart throughout this meditation.
•

Imagine yourself as responsible for your well-being in the world.
Have compassion for yourself and your struggles, and wish good
will upon yourself.

•

Now, Imagine yourself as responsible for the well-being of your
family members. Imagine all of their perspectives, and that you are
responsible for their well-being, and also for their expression of
their different opinions in this world.

•

Now imagine the people in your company or organization. Imagine
all of their different perspectives and that you are responsible for
all of their interests, their well-being, and the expression of their
different opinions and needs in this world.

•

Now think of all the people in your city or region, and imagine
taking on representing the interests of all of the people in the city
or region, with all of their different needs, experiences and
opinions.

•

Now, think of the entire country or continent, and the people in it.
Imagine you are responsible for their well-being. Imagine taking on
a perspective that serves the interests of the humans in the country,
with all of their perspectives and needs.

•

Now, think of people in a different country, with a different skin
color, with a different spiritual belief than you. Perhaps they work
the land, or perhaps they work in a factory or in shops or a market.
You will never meet these people, just as a bacterium in your
stomach will never meet a cell in your brain, yet you are all part of
an ecosystem, and if something goes wrong in their country, it will
affect the whole world. Remember that you could take on the
perspective of being one of them, and imagine taking on being
responsible for their well-being and expression in this world.

•

Now, think of a group of people you vehemently disagree with.
Think of people you think you could never represent. Look at their
needs as human beings, and find compassion in your heart.
Breathe into your heart and see these people who disagree with
you, and the lives they lived that brought them to this way of
thinking. Have compassion for their suffering. Have compassion

16

So you’ve got a DAO…

for their need for security and safety, for a future for themselves
and their children, their need for a decent living for themselves,
and for self-expression. Imagine that you are responsible for their
well-being, and for taking on a perspective that will serve them,
their interests and their needs.
•

Now think of all the people on the planet and their well-being.
Imagine you are called to represent them in the United Nations, at
the World Bank, or in some other type of large organization
designed to serve all of humanity. Imagine you are responsible for
taking the point of view of humanity. What would your views be?
What would serve humanity right now? Put aside your personal
views, and see yourself as if you are, in fact, humanity, just one cell
in this global human body.

•

Slowly bring yourself back to your body, to your place in the room.
When you are ready, open your eyes.

•

If you did this meditation with someone else, share with one
another your experience. If not, you might want to write down
some notes for yourself, particularly if it was a new experience.
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YOUR PERSONAL
LEADERSHIP
DECLARATION OF LEADERSHIP
Our greatest superpower as a human being is to make a declaration
about the future. “We will land a man on the moon.” “We will end
Apartheid.” “I will make a million dollars.” “Yes, I will marry you.”2
All of these declarations shift our actions in the present moment and
change not just the trajectory of our own lives, but the trajectory of the
entire ecosystem of people who touch you. This could be your project,
decentralized organizations, humanity and of earth. You don’t have to
declare anything huge to become a leader, just something that wasn’t
inevitable. At the moment you declare this as your leadership, you’ll
find a gap.
As the authors of this book, we are consciously stepping into this gap.
We did not even know one another until September of 2017. Marco
wanted to create a new generation of leaders, and Grace wanted to
create a replicable blueprint for DAOs, but those goals seemed so far
away. We knew what we wanted, and the gap opened up widely before
us. We created a step-by-step plan, supported one another’s talents,
and stepped into the challenge. Now, at the end of 2017, we have a
draft of a book. In the next few months, we are starting a series of inperson training courses for leaders of DAOs. This is uncharted
territory, and together with the community of DAO leaders, we are
stepping into the gap. We know we will deal with personal as well as
professional challenges. This is how we grow a business, how we grow
a community, and how we grow as individuals.

2

http://www.thoughtleadersllc.com/2012/01/the-power-of-declarations-winstonchurchill-and-leaders-today/
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The path of your personal growth is the gap between your declaration
and your ability as a person to cause that outcome to happen. If you
have declared you are going to raise $30 million dollars to create an
ecosystem that will provide sustainable agriculture for the world, you
now have a gap which requires you to acquire the skills to raise that
money. If you raise the money and have never managed $30 million
before, you have a new gap. At each stage of the path to
accomplishment, you have a gap in your personal growth.
In this gap is the juice of being alive.
The catch is that in order to get this feeling of being alive, in order to
grow as a leader, you always have to step out of your comfort zone. Just
as becoming a great technologist took training and learning, so does
great leadership. The exercises in this book will take you out of your
comfort zone, but if you play along, you’ll get the rewards. 3

SHORT PREVIEW: RESPONSIBILITY
Later in this book we go in depth about responsibility, so this is just
going to be a short preview of responsibility as it relates to leadership.
As we mentioned above, your leadership is a declaration of
responsibility, or perhaps more accurately, your declaration of
commitment or accountability. You don’t have to commit to those
things in the future, but you choose to. In any area of your life or the
globe, you could choose not to declare responsibility. Is it your
responsibility that the rivers are polluted? You get to choose. There is
no right or wrong here, there is just you and your declaration.
What you don’t get to choose is consequences. The rivers are polluted.
That has consequences for you, in one way or another. To emphasize
this, let’s think of health. We all know people who don’t take
responsibility for their health. The circumstances of their environment
make it difficult to exercise or eat healthy. They say things like “I’m too

3

http://www.academyleadership.com/news/201403-2.asp
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busy with my work and the kids to get to the gym.” Regardless, they are
the ones who suffer the consequences on their health.
MARCO: “I was one of those people. I was so busy being a startup
entrepreneur that I was convinced it was impossible to be successful in
business and also vibrant and healthy. I was overworked and stressed,
and of course I had tons of excuses about how I could not refuse food
at the events I was invited to, or fast food because I was working late,
or… well, you name it. Eventually, I became so overweight I couldn’t
walk for more than 10 minutes without being exhausted. So I didn’t
take responsibility, but I had to live with the consequences.
It does not matter that life is hard or that healthy food is expensive and
hard to prepare. The consequences aren’t listening to your excuses. So
it is with every area of life. You don’t have to take responsibility for the
kinds of food your grocery store carries, the beggars on the street, the
pollution in the ocean, or the government’s fiscal policy, but you will
always have the consequences to deal with.
We aren’t saying this to make it into a guilt trip. It’s a big world and
many people declare responsibilities in the areas that inspire or enrage
them. Responsibility, ultimately, is a privilege and an opportunity, not
an obligation or a burden.
MARCO: By the way, the way I turned my health around is a useful
exercise when you are stuck with lack of motivation to make a change.
At the time, I was under 40 and I thought to myself: “I am gaining
weight at about a kilo per year. That is not bad.” But then I started to
do the math. I realized if I live another 30 years, that’s 30 kilos. 40
years. 40 kilos. Then I thought, well, right now I am gaining one kilo
per year, but that will probably accelerate, not slow down. Maybe in 20
years I will already have another 30 kilos! This exercise is useful for
any area where you are telling yourself it is “not so bad”. Take a look 5,
10, 20 years out, and ask yourself what the long-term consequences
will be.
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EXERCISE: DECLARING LEADERSHIP
As we mentioned above, you don’t have to declare anything grandiose.
You can declare leadership in choosing organic produce, to reach
company income of $500,000 per year, or in adopting a cat. You can
declare leadership in fighting the chemical industry, making
$500,000,000 per year, or in making sure all cats in your community
are spayed. Choose something that feels right for you.
Step 1: Check out this list of some of the key areas in life that are
common for most people:
•

Career or job (that’s what this book is about)

•

Finances

•

Family

•

Friends

•

Living conditions

•

Health

•

Romantic relationship

•

Sex

•

Spirituality or religion

•

Leisure, recreation or celebration

•

Emotional well-being

•

Time

•

Community or contribution

•

Education

Step 2: Looking back at the list above, choose 3 of the areas, and in
each area write 2-3 negative consequences you are experiencing in
your life.
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Step 3: Choose 3 of the worst consequences that you no longer want to
tolerate, and write down the names of at least 3 other people who you
know are also affected in that negative way.
Step 4: We aren’t going to tell you what to do next. You aren’t that
dense. This is a book about distributed and connected leadership.

NOTE: A WORD ON GUILT
It is rare that you will hear us saying a particular emotion is bad, but
we will say that about guilt. Guilt and responsibility sometimes get
collapsed. Here is the difference: Guilt is about the past, and
responsibility is about the future. Given that you can’t change the past,
guilt is quite useless.
Another word about guilt is that, generally speaking, it comes from
projecting other people’s values on yourself. When you feel guilt, ask
yourself whose values you violated. Usually it isn’t your own values, but
societal values or something someone else wanted you to do. This is
why we do not advocate guilt. We are responsibility fanatics, guilt-free.

22
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BEING AUTHENTIC
YOUR HUMANITY
In this section, we talk about authenticity. Everybody talks about being
authentic, but very few places will offer you a simple format for being
authentic. (The closest we’ve seen is found in the Landmark Forum4,
which we have found is effective. If you’re more of a reader, you’ll want
to take a look at The Gifts of Imperfection by Brene Brown.)
Authentic leadership comes through acceptance of your own
imperfection.5
If you are a human, we can tell you some important facts about you:
•

You lie.

•

You try to force or coerce people to do things your way.

•

You don’t listen.

•

Even if you are a good person, you are good according to your
definition of good, and you judge your actions by your own
judgment. Nobody else can tell you what’s good or bad to do.

•

You are selfish.

•

You get upset when you don’t get your way.

Said in another way, you are a jerk.
You aren’t a jerk because you are subjectively more of a jerk than other
people. You are a jerk because this is how human beings are
structured. Now, if you don’t believe us, think of someone you deeply
love or admire and who you know well. Go through the list above and

4

http://www.landmarkworldwide.com/the-landmark-forum
https://www.google.com/url?q=https://www.insights.com/media/1107/authenticleadership.pdf&sa=D&ust=1519824134221000&usg=AFQjCNE7jYaFrXVuuU9Nmuug
n7nAC7_Sjw
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see if that person doesn’t occasionally lapse into all of the above jerk
qualities.
(GRACE: If you think someone is not a jerk, you probably don’t know
them that well. Even a Buddhist monk has some of the qualities above.
Once I was on a Buddhist monastery, and when I was making the
salad, they told me not to put fruit in the salad or they would hear
about it from the head monk. I thought, wow, I didn’t know that even a
Buddhist monk gets upset when things don’t go his way. And isn’t that
selfish? The salad is for all the monks to share. There must be at least
one monk in the group who wants fruit in the salad sometimes. He
could have some days with and some days without… so there you go.
Even a Buddhist monk, when you get to know him well enough, is
imperfect.)
We aren’t going to go deeply into this topic, because it’s covered by
many books and practices. We mentioned Landmark Forum above.
The Oneness Academy also covers this topic in their seminar “The
Gift”. (I feel like we should give some other books as references here).
MARCO: The acceptance that I am a “jerk” is among the most powerful
and enlightening teachings I have realized. Until the moment I could
see this, I had to hide my flaws and pretend to myself, and to others,
that I am a good person all the time. How exhausting that was! The
moment I could see clearly that I am truly a jerk, I stopped having to
hide and make excuses for every imperfection. Instead, I could be
authentic. I could say, “Yeah, that was really selfish of me.” That’s not
to say that I wouldn’t stop the selfish behavior or make up for it, but I
could be authentic. I could just say it like it is. If we bring this down to
distributed and connected leadership and the interaction in a DAO, it’s
about accepting your own flaws. If you’re not perfect, you admit when
you screwed up the code, or you can admit that you are just being
egotistical in defending your architectural design over someone else’s.
For reference, we recommend Brene Brown’s work. You can find her
excellent TED talk on the Power of Vulnerability online, and go from
there.
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“Authenticity is the daily practice of letting go of
who we think we’re supposed to be and
embracing who we are.”
Brene Brown

YOUR STRENGTHS
Have you ever done one of those self-assessments where you figure out
your strengths and weaknesses? What’s the point? If we know that we
lie and judge ourselves according to our own standards, what good is
self-assessment? We don’t need an assessment of how we think we are.
We already know that. We need an assessment by others.
As a leader your ability to have impact on others is a function of two
things:
● Your declaration of leadership
● The degree to which others align with your leadership.
In other words, if someone declares they should be President in a
country with national elections, their capacity to actually be the
President is dependent on the degree to which others say that’s true.
Others must perceive them in a certain way, or the declaration of
leadership is empty.
On a smaller scale, we all know that person who when they say “let’s
have a party next month”, it really happens. We also know the person,
who when they say “let’s have a party”, it doesn’t happen. In the first
case, as soon as the person says it, you put it in your calendar. In the
second case you say “send me the details” (and they don’t). So it’s not
enough to declare you are a great party organizer. People have to come
to the party. We will call that “other people’s listening of you”, which is
a distinction coined, as far as we know, by Landmark Worldwide.
In a distributed organization, the power of other people’s listening of
you is even more crucial than in a traditional hierarchical organization.
In hierarchy, people have to listen to the boss, because he has power.
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In a distributed organization, power is all designated through listening.
If people don’t respect you or you don’t deliver what you promise,
nobody will follow your leadership.
So, your strengths are not just what YOU think they are, but how
OTHERS perceive you. If people think you’re incompetent, they won’t
assign a task to you, and if they think you tell bad jokes, they won’t give
you a chance on stage.
For the sake of this chapter, we aren’t talking about the realm of
knowing, but the realm of doing. You can know a tremendous amount
about art history but not be able to draw. You can know a tremendous
amount about project management but not be able to keep track of the
tasks yourself. Knowing about something isn’t competence. For the
purposes of knowing your strengths, what we mean is: what people can
count on you for in the area of performance.

COMPETENCY
Have you ever seen someone who did not know they were incompetent
at something? It’s painful, right?
GRACE: I was once watching (with my daughter, please forgive me)
one of those talent shows where people audition to get on a TV sing-off.
This one guy got up and could not sing. At all. Of course, he didn’t
know he was incompetent, because he was tone deaf. That’s how
incompetence looks. You don’t know you’re incompetent at something,
because you lack sensitivity in that specific area.
The judges asked him if he had gotten feedback from his friends, and
he said, yes, of course, they love his singing. The judges paused for a
moment, and then said, in the most sympathetic way they could, that
he needed to get new friends. In the end you saw him walking away
with his homies, who were all patting him on the back, telling him the
judge was a jerk and that one day he’ll be famous and show that stupid
judge.
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It’s bad enough to have incompetence, but if you have friends and
colleagues who BS you, you could waste your entire life trying to
accomplish something that you’re unfit to do and missing out on your
real talents and mission in life. Or, if it is truly your mission, missing
out on the training that would get you there.
It is absolutely essential to weed out your own incompetence, and you
can’t do it on your own, because you are blind in that area. That’s why
you must ask others.
By the way, these are not fixed. You can do work to improve in any
area. Even things that we think of as fixed personality traits are not
fixed. If you are determined to be more or less assertive, you can get
training in that. If you are determined to be funnier, you can get
training in that (We all know that guy who thinks he is funny. Groan.).
It’s possible to change any trait, but first you need to know your
competencies or lack thereof.

Authenticity Exercise: Your strengths
Chose something you know is one of your greatest strengths,
something others have praised you for and you know to be a strength.
Now, think of a situation in which you leaned on this strength when it
was suboptimal. For example, if you are decisive and just go for it, at
work you may accomplish a lot, but when you plan your family
vacation with the same decisive energy, it may upset your partner. On
the opposite scale, if you are too nice, nobody knows what your
preferences are and you may end up eating at a lot of restaurants you
don’t really like
Think about that situation in which you used this strength of yours and
the negative consequences on you, others, and the community as a
whole.
Take the time to apologize to one or more of the people on whom this
had negative consequences, and ask them if there is something you can
do either now or in the future that would repair the damage. Ask them
for their support in the future if they see you using this strength in an
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inappropriate situation. One of the best ways is to choose a “trigger”
word or phrase. For example: If you see me being polite when I should
be asserting myself, please say “did you forget to take out the trash?”
This allows the person permission to confront you in a playful way.
GRACE: In our family, the word was “donut”. You know how
sometimes children say “no” just because they are contentious?
Whenever one of them would do that, another one of us would say
“yes” and the third person would say “donut”. It didn’t mean anything,
but it would just break the pattern of saying “no” for no reason.

Leadership Exercise: What are the strengths
others count on me for?
Ask your team some or all of the following questions. You can do this
in person if you create a safe environment for it, or you can do it by an
anonymous online survey:
•

What are my strengths?

•

What are my weaknesses?

•

What are areas where my weaknesses are affecting my job
performance?

•

What can you count on me for?

•

What can’t you count on me for?

•

Where are my blind spots?

•

What should I be spending more time on?

•

What should I be spending less time on?

DELUSION
Another element of your humanity is that you are deluded. You live in
your own interpretation and delusion of the world. Once, we had to
close a company. The money had run out from the VCs, and for
months, the company had been telling the investors they were out of
money, and the founders were funding the company out of their own
pockets. The VCs kept demanding that the founders change the entire
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company direction in return for a small loan which would have to be
returned, whether they succeeded in the new product. One day, the
founders announced the company would be closing. One of the
investors started getting extremely defensive, hinting at legal action,
and just generally behaving unprofessionally. At that moment, we
realized that she had never considered that the company would fold.
She had been telling her superiors that there was a plan, that we had a
plan or she had a plan, or something. Now, the news was going to come
as a total surprise to her boss and she was going to be in deep doo-doo.
We’ve all done that at least once: deluded ourselves that everything is
going to be alright, when all the signs were to the contrary.
Unfortunately, this person seemed to have convinced someone
important that her delusion was true, and now she is paying a higher
price than if she had read the signs earlier.
The good news about delusion is that it can be used to enjoy life
immensely. Have you noticed that there is very little correlation
between who you are in love with and who is in love with you?
However, you still get to enjoy the feeling of being in love. You can go
around feeling joy and love for everyone, no matter what they feel.
Eventually, they might come around to loving you too, but even if they
don’t, at the moment you think of someone you love, you feel love.
They might not feel anything. They might not even remember your
name. But you have the experience of love at that moment. That’s why
you never bother to ask them out. But I digress.
Our delusions can affect us in all kinds of ways, and the only way out of
them is careful observation. Sometimes, it is healthy to choose a
delusion because it makes you feel good. Just make sure you know you
are doing it.

MINI-EXERCISE. DELUSION
Consider one of your favorite fantasies. Maybe it’s about someone you
love. Maybe it’s about the money you are going to earn. Maybe it’s
about the happiness that said money is supposedly going to buy you.
Consider if any of your actions today are based on that favorite
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delusion. For example, are you spending money you don’t have?
Avoiding confronting someone about something because they will
someday “see the light” or because you are deluding yourself about
how bad the situation is?
Please, do continue to enjoy your fantasy. We enjoy ours. Just be on
the lookout if they are influencing your decisions in a way that doesn’t
really make sense.
Section 2: The Organization and Leadership
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PILLARS OF ALIGNMENT
Without alignment, your organization cannot function. Too often,
people get only the big-vision alignment. For example, in the
blockchain community, we generally believe that privacy is extremely
important. In the blockchain community, we generally think that
humans should have some form of self-sovereign identity. (If you
don’t, that’s fine, but it’s a good example for this case.) If your
organization is creating an identity solution, you definitely need to hire
only people who align with this outcome. 6
Unfortunately, that’s where too many organizations stop talking about
alignment. We all have this grand goal to create self-sovereign identity.
Everybody has a job or job description, and off we go. If you’ve ever
worked in one of these organizations with a general agreed-upon goal,
but none of the alignments we discuss below, you find it’s chaotic.
There’s someone tweeting whatever they feel like just to get attention
and calling it “marketing”. There are several people writing code for
the same module in different ways. The R&D team managers don’t
agree on what features are part of the release, or even how the product
should functioning, so there are two or three different products being
created, none of which gets finished or has a clear target market. Many
of the programmers are working on various open-source projects in the
blockchain which seem to have alignment with the company goals, but
don’t profit the company in any way. And so on. If you’ve seen this, you
have been in a distributed organization where people appear to be
aligned on the final goal, but no measures or mechanics are in place
although the technology to support this kind of organization is at least
partially in place.

6
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ALIGNMENT ON VISION (NOT ALIGNING
ON WHY)
When discussing this book, we started nitpicking about what we mean
by “aligning on purpose” and “aligning on vision”. That’s not ironic at
all. ;-) Whether you call it vision, outcome, or impact isn’t important.
But you have to agree on the basics, like: the vision is to create a
functional DAO on the technical and on operational level.
We noticed something fascinating, though, which is you don’t have to
align on why. The authors of this book have a vision that this book will
help managers of distributed and decentralized organizations, and we
believe these types of organizations are essential to our future as
humans, at least in some areas of human operation. But if you ask us
why we are writing this book, you will get different answers for each of
us.
Grace will tell you she is writing this book as a means to an end, and
that end is to create a system of distributed leadership so powerful that
it will end warfare on the planet. She will say it is essential right now to
prevent the inevitable chaos that will occur when cryptocurrency
replaces fiat currency and self-sovereign identity replaces governmentowned identity. We can all agree that Grace has been drinking a lot of
kool-aid. But who cares? She’s a good co-author.
Marco will say he is writing this book as a starting point of an ever
evolving new way of how organizations and communities can adopt a
mindset allowing to fully leverage the technologies emerging and to use
them for the positive evolution of humanity. He is completely
fascinated by the technology and what it allows people, businesses and
communities to do. He, too, has been drinking a lot of kool-aid.
Because our basic vision is the same, but our motivations are slightly
different, you can see that we might work on different areas of the
solution.
It’s not essential to align on why you are doing something, as long as
the vision, outcome, and values are aligned. But it is important to know
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why each one of the people on your team is doing what they are doing,
so you can make sure their work is satisfying to them and that you are
communicating with them on their level.

ALIGNMENT ON OUTCOMES
Alignment on outcomes is essential on each relevant level. At the
organizational level, the main goal has to be clear. Let’s say that you
have a distributed organization that is decentralizing the electrical grid.
Your company alignment might be about bringing power to the hands
of humans, decreasing the power of the electrical monopolies, or
creating clean energy, or all of those. The choice of values is yours, and
everyone needs to be aligned.
On a more granular level, the R&D department, for example, has a
specific outcome. Their outcome, in general, is to create the technology
that will allow for people to share electricity in the grid. Again, at the
level of alignment on outcomes, you might not have to agree on the
way that will be done. It could be through software, hardware,
whatever. But you need to at least agree that the purpose is to create a
system that is scalable to a certain size for a specific purpose. In each
team within the department, the outcome is broken down even further,
to a granular level. Ultimately, you might say that each person has a
specific outcome they are expected to accomplish.
In this discussion, we are talking about outcomes and impact. Your
organization’s purpose has to do with the impact you want to make on
the world. Each outcome should be an expression of that impact. An
outcome is specific and measurable. Success, for the sake of this
discussion, means accomplishing this outcome. We know that
accomplishing lots of outcomes doesn’t really mean you are a success
or that you are fulfilled, but we are just using the simple meaning in
this chapter.
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ALIGNMENT ON VALUES
Watch out! You are about to get cynical.
We have all read those idealistic lists of company values and snorted at
how much BS they are and how those corporations don’t hold those
values. Like “Don’t be evil.” I don’t think the company that has that
motto is necessarily “evil,” but I think most of us agree that some of the
practices are at least “shady” in their results, if not always the intent.
I’m not talking about values you wish you had. I’m talking about real
values. When we discussed this book, we recognized that there are
some values which are like gravity. Whether or not you believe in
gravity, you have to obey its laws or pay the price. Other values are
your personal values. You may believe that courage and innovation are
important, or that careful consideration and personal care are
important. You’ll have a different company depending on those values,
but rapid progress isn’t intrinsically better than careful consideration.
Here we will talk about both kinds of values, and measures, which is
the next section.

Universal values (laws of nature)
Large portions of this book cover the universal values for a distributed
organization.
•

Being of service (creating value): When you talk to people about
why they’re in business, they’ll often tell you “to make money.”
That’s like saying the purpose of your life is to breathe. Of course
you have to breathe to survive, and a company needs to make profit
to survive. But the real purpose of any organization is to create
value in the world. People pay for value.

•

Honesty: When people do not openly share information, decisions
are made based on incorrect assumptions. Decisions made based
on wrong information are prone to be wrong decisions. 7

7
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•

Responsibility: The success or failure of the organization is the
responsibility of everyone in the organization.

•

Individual equality: Every individual is of equal value, and their
ideas are of equal value, and their potential for leadership and
expertise is equal.

•

Merit-based inequality: As people prove their merit in measurable
ways, they are qualified to have a larger influence on decisions in
their area of expertise. Someone who has reliably predicted market
trends is a better strategy advisor than someone who has
consistently been wrong about market trends.

•

Impact-based inequality: Someone who will be impacted by a
decision should have more influence than someone who is not
directly impacted. For example, if you live on the banks of a river,
you should have more influence on whether to build a dam than
someone living 500 kilometers away who will only benefit from the
electricity but won’t have to live with the consequences on their
livelihood fishing.

All of the values are covered in length in this chapter.

Personalized company values
Sometimes you read a company mission statement, and it sounds
great, but you have to wonder how they are going to give customers
individualized care and also be low-cost and efficient. You get to
choose the company values. Do you value hustle and hard work, or do
you value life-work balance? Do you value efficiency, or do you value
warmth and a personal touch? Do you value individuality or team
collaboration?
Every company needs to choose their values, and hire according to
those values. If someone doesn’t align, the decisions made and the
means taken to reach the goal may not align with your company.
To give an example, at one point we were partnering with another
company which was taking several companies on a round of pre-ICO
investor meetings. One or two of those companies did not have a good
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justification for a token economy, but they wanted to raise the money
without the accountability of equity. However, when we spoke to one of
them about that, our partner company got angry. She said “I’ve been
convincing so-and-so to do an ICO for 3 weeks now. Now they are
getting cold feet.” She absolutely knew that they were doing the ICO for
the money and the publicity, but she hadn’t been honest with her
clients about it. We both shared the belief “It is a good idea to do an
ICO during the money grab.” and “It’s good to help startup founders do
that.” However, we didn’t share values about what we were willing to
do to achieve that goal.

ALIGNMENT ON MEASURES
Any decision on an outcome needs to include alignment on measures.
You don’t go from zero to success without measuring something. For
example, we have a colleague with a veterinary clinic, and he wants it
to be “the best quality” in town. He was measuring that by referrals
and customer loyalty. That’s not a bad measure, but it is a measure of
growth, not a measure of quality. After discussion, he realized that
“quality” for him means customer service. He decided to measure the
amount of time people wait in the waiting room (among other things).
That is a measure of good service.
If you are aligning on measures, and you are aligned on values, you
don’t have to care about how people accomplish the measure. For
example, you could have people wait less time in the waiting room by
scheduling more time between clients, by texting people if there is
going to be a long delay, or by having more doctors available at peak
times. You can just tell your staff the goal, and let then come up with
ideas of how to accomplish it. You can stop worrying about how things
are getting done or what your team is doing all day long. All you need
to measure is the outcomes which are agreed-upon up front.
By the way, measures aren’t just relevant to outcomes for the
organization, but also for the behaviors and values. If one of the
company values is, for example, transparency (as we discuss below),
there should be measures of transparency, for example, how often you
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post to the public discussion on a project, or how often a coworker
complains that you did not inform them of a critical change.
Everything can be measured, and everything that you want to
accomplish needs to have a measure attached. In real life, we have
people who don’t align with the company values, and everyone knows
it. But we also have situations where people “feel” someone doesn’t
align with company values, but they are just a little weird, and if you
measured their honesty and commitment in terms of their behaviors,
you’d see they do align. Having measures of company culture is a step
in the right direction, though we don’t think it will resolve all
personality issues (thus, the rest of the book).

ALIGNMENT ON ALIGNMENT
MECHANISMS
Having measures is great, but people are imperfect. What happens if
someone constantly misses their measures? What happens when we
have some objective judgment to make? Alignment mechanics are how
we reach consensus or make a decision when we can’t reach consensus.
In other words, if you don’t make your measures for quality,
productivity or honesty, it should be clear at what point you are asked
to leave. Or sent for training, whatever the case may be. We can’t take
all the agony out of firing people, but we can create a system where it is
easy for both the team member and the decision-maker (or decisionmaking team) to know what the problem is as its developing, and not
feel they had to make a gut or arbitrary decision.
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HONESTY
Listening to Esther Perel on honesty in marriage was enlightening on
cultural differences in regards to honesty. In marriage, she says, the
Europeans and Americans have a different definition of honesty.
Commonly, Europeans have a don’t-ask-don’t-tell policy, and for them,
that’s honesty. Americans, on the other hand, feel that honesty means
telling everything, even if it would upset your partner and would not
change anything. Another concept of honesty is the Buddhist precept,
that is, to say something only if it’s helpful.
You’d think that as humans we could at least agree on a definition of
honesty, but it turns out we don’t, thus there is an entire chapter on
honesty here. Honesty is important everywhere, but in a DAO, it’s even
more critical. A DAO is a learning and growing organism. Every person
in the entity is making independent decisions, and working
independently to some degree. When we are missing information
about what other people are doing in the organization, we are unable to
perform optimally. Therefore, we adopt what we could call the
“American” tell-all definition of honesty.
In a DAO radical truthfulness is key to success. Because the
organization functions as an ecosystem, each part of the ecosystem
depends on correct and timely information. Imagine if your foot wasn’t
able to communicate with your brain about feeling squished in those
shoes. Unfortunately, you don’t have to imagine, because you can see
pictures online. That’s what happens to diabetics, and the results are
somewhat gruesome. If you don’t want fungus and gangrene, make
sure all of your communication channels are open.

RADICAL HONESTY
The term Radical Honesty was coined by, obviously, an American, Dr.
Brad Blanton, in his book of that name. We aren’t sure we aspire to
everything he says about radical honesty, but we do know that hiding
information is not radical honesty. Ignoring a question or failing to
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answer an uncomfortable email is not radical honesty. In a DAO, the
honesty required for function means everyone needs access to all the
relevant information at all times.
This is a huge challenge, and it requires IT structures to support it.
Just as an example, the authors had interactions with one of the DAOs
in the industry involving getting a meeting set up. Although several
parties at the organization wanted to meet with us, we had to send
multiple mails to get the meeting. After the meeting was set, we had to
send multiple mails around the follow-up, and it turned out one of the
key players had no idea that there even was follow-up required.
Everything was managed by email and although it was obvious that
nobody was trying to hide anything from anybody, the flow of
information was so informal that nothing moved forward without an
outside push. There was no central repository for the information, and
no formal process to manage the interaction.
The project, needless to say, was abandoned, but not intentionally. The
ball simply dropped somewhere and nobody will ever be able to find all
the records of the transaction buried in multiple emails across the
organization. Any day now, we are expecting someone somewhere else
in the organization to reach out to us, having no access to the past
interactions. There is no information repository. Also, there was no
personal responsibility by any one person. Any one of the dozen people
along the way could have decided to move it forward, but not one did.

DISCOMFORT OF HONESTY
Honesty is uncomfortable. As a leader, it’s your job to provide the
landing pad for honesty. What do we mean by a landing pad? Have you
noticed that some people don’t want to hear the truth? Have you
noticed that, sometimes, telling the truth results in offending someone.
There’s a fantastic Steve Hughes skit about being offended8, in case
you haven’t seen it. The bottom line is that people get offended
sometimes. People get insulted sometimes. As adults, we can deal with

8
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it when someone offends or insults us. On a personal level, it is the job
of each and every person in the DAO to make it easy to tell them the
truth. In simple terms, that means not making a drama when you hear
something you didn’t like.
Sometimes that means staying calm when someone admits to a
mistake. Sometimes it means recognizing you made an enormous
mistake that is going to be expensive to fix. Sometimes it means taking
someone seriously instead of ignoring them. Sometimes it involves
emotions. And sometimes, it involves admitting that you don’t
understand something. The following parable is about a whole bunch
of people who don’t want to admit the truth.
A Blockchain Parable: Each blockchain has behind it a one or two
brilliant engineers and a bunch of very smart engineers. In this
particular DAO, the brilliant architect is a person of extraordinary
intelligence, of course. For the sake of this story, we’re going to call him
X. Meh. That’s overused. Let’s use the previous letter, W. Oh, wait.
That’s the abbreviation for a former President. Fine. Let’s just say V. V
is an absolute genius, and has created a blockchain that is generally
respected and revered, and he has a charming personality to boot. The
only problem with V is that, because he’s an absolute genius, when he
speaks, nobody understands WTF he is saying. Maybe someone does,
but we highly doubt it’s the majority of listeners. When a decision has
to be made regarding the blockchain code, there’s a big meeting. V says
something that nobody understands, and then everyone agrees.
Nobody says “I have no idea what you just said, V. Can someone less
genius please explain that?” While it is possible that some people
understood him, most people don’t. Yet, nobody says “I don’t
understand.”
When you don’t understand something that you are called to make a
decision on, and you make a decision anyway, you are lying. You are
lying to represent yourself as being qualified to make a decision. But
people are uncomfortable. They don’t want to say “I don’t understand,”
and they think that as long as they keep their mouths shut, that is
honesty. Then they take a vote, but the vote is a lie. They represent
themselves as having an opinion, when they actually have no opinion
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because they don’t know what they are voting on. As a result, in this
particular blockchain, one person, V, decides whether to fork, what
direction the code will go, etc. This is not happening because this
person is power-hungry or controlling. He is neither of those things. It
is happening because the community is not being honest and saying
“we are stupider than V.” Out loud, I mean. Everyone knows they are
stupider than V. Why won’t people say it? It’s uncomfortable.
By the way, if you are V, this is about being a good landing pad for
honesty, and recognizing your weakness (authenticity). When a human
is authentic, they realize their greatest strength is their greatest
weakness. If you are brilliant, and a fair and good leader (or a leader
who can fire other people), nobody will tell you when you are wrong.
You are in grave danger of never knowing what other people think. It’s
V’s job to do two things. Firstly, whenever he explains something to a
group of people who need to actually understand it or take a decision
on it, he needs to stop and say “Who understood that? Good. You, get
up here and explain it to the rest of the people who didn’t.” Then the
second-most-brilliant person will get up and explain it, and either get it
right or V will correct them until someone else in the room
understands it. Then V asks again “Who understood that? Good. Get
up here and explain it.”
When it’s absolutely clear that everyone understood it, the second
thing V needs to do is ask “Who has an alternative option, even a
stupid one?” Sometimes simple and stupid solutions are perfectly fine,
by the way. Requiring people to say “I don’t understand” when they
don’t understand is a good example of a simple solution. It doesn’t
work in all cases, but it’s good. When it comes to writing code, there is
always more than one way to solve a problem. No decisions should be
made until at least 3 viable options are on the table. By the way, this is
true in all DAOs and in all decisions in your personal life, too. In the
words of Anthony Robbins “One option is no option. Two options is a
dilemma. You need at least three options to make a decision.”
Even though we all know what community we’re referring to here, we
know there are many communities operating similarly. If you are in
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one of those communities, it’s time to have a talk about honesty. It’s
also time to talk about decision-making, which we do later in this book.

BARRIERS TO HONESTY
Probably the biggest barrier to honesty, for everyone, is being honest
with ourselves. The biggest lie we tell ourselves is that we don’t lie. We
lie all the time. Let’s try it. Think of the thing you like the least about
yourself. Maybe it’s your toe hair or your belly fat. Maybe it’s your
short temper or your tendency to apologize too often. Now, think about
how many times a day you lie to yourself that it’s really OK to be that
way, that that pimple doesn’t bother you at all, or that it will go away
next month when you start to eat better. Or how many times a week
you tell yourself it’s not your short temper, just that guy had it coming
to him. I know. Me too.
Now think about other people. How many times have you told
someone it was an interesting idea or even a good idea when you know
they are a fool? I know. Me too. How many times have you said
something doesn’t bother you when it does? Yeah. That too.

EXERCISE: HONEST HONESTY
●

●

●

You know that thing you just thought about that you hate about
yourself? Stop lying to yourself about it. Take some time to
journal about that thing. Either make a plan to fix it, or talk to
someone who can help you fix it, or start a process of
acceptance (Louise Hay is a great reference for selfacceptance.)
At least one time this week, catch yourself lying to someone (or
to yourself) and say, out loud “That was a lie.” Then, tell the
truth. Usually, this is pretty easy, because people know you are
lying.
Think about a time when you reacted in a sub-optimal way
when someone told you the truth. Did it change that person’s
behavior? Who in your DAO might be reluctant to tell you the
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truth if you were to behave that way with them? See if there is
someone in your organization you’d want to elicit an opinion
from rather than wait for them to come to you.

HABITS OF DISHONESTY
If you are honest with yourself (the hardest part), you know you lie.
That’s a good start. You can start to identify patterns of dishonesty.
Some of the common patterns are:
•

Avoiding speaking up when you feel someone is wrong.

•

Telling white lies that you think won’t harm anything.

•

Omitting details that are unflattering.

•

Omitting details that conflict with your opinion or omitting
evidence that conflicts with the conclusion.

•

Ignoring a bad feeling in the pit of your stomach or chest.

•

Not expressing emotion. For example, saying you aren’t angry, or
you don’t care when you do.

•

Avoiding confrontation.

•

Saying you are sorry when you aren’t.

•

Casual norms: “I’ll call you later.” “I’m working on it.” “I’ll take a
look at that.” These are cultural norms that are often meaningless,
and when you use them, they cheapen your speech.

•

Committing to a deadline you know you won’t make.

•

Saying yes before consulting your calendar.

•

Saying something neutral or noncommittal rather than stating an
opinion.

•

Other casual norms. “That’s interesting.” “If it works for you.” “I’m
fine, thank you.” “Have a good day.”
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EXERCISE: BRUTAL HONESTY
Think about a big lie you told once. Where did you feel it in your body?
Start to pay attention to that part of your body. Think of small lies
you’ve told and where they affect your body. On a day-to-day basis,
start to pay attention to those small physical symptoms that tell you
something is wrong. When you feel them, make an effort to behave
differently: speak your opinion or correct yourself.

PEOPLE LYING IS YOUR OWN
DISHONESTY
In a communications course, the leader once said “if people are lying to
you, you are allowing it.” I paused, because I didn’t want to believe that
it’s my fault that someone else is lying. I mean, how am I the bad guy if
he’s lying? But I realized it’s true. If someone is lying to you, you are
allowing it.
A friend told a story: My son lies to me all the time. Here’s an
example. I just went downstairs and opened the box of cookies I’d
bought yesterday and I saw half of them were gone and then I asked
him if he’d eaten them and he said no. Dude, I said. Why did you ask
him if he’d eaten the cookies? He had two choices. Choice one, you
would get angry he ate the cookies. Choice two, you would get angry he
lied. At least with choice two there is a chance you will either believe
him or pretend you believe him so that you don’t have to get in an
argument. It’s a setup. You set the child up to lie.
Second story. We had a client who didn’t pay us. I would tell you the
whole story, but you had that same damn client, didn’t you? They said
they’d pay the downpayment but it was a bank holiday and it’s urgent,
could you just do the work and I’ll get to it Monday, and then… you
know the rest of the story. It happened exactly that way to you. Right?
There were at least 5 times when you thought to yourself “I should tell
them I won’t do any more work until I see the money in the bank.” But
you didn’t tell them and you did the work and now you are angry they
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didn’t pay. You had that gut feeling they were lying to you, but you
ignored your gut feeling and were polite. But how could you tell the
difference between them and that client that really did have a problem
with the bank? We can’t explain that to you, but you just knew. With
the dude who was honest but had trouble with the bank transfer, you
didn’t even once think “I should hold up this project until he pays.”
You can’t explain it, but that’s just how your brain worked. Even if it is
someone you have never met before. Even if they are from another
culture and have a weird accent. If you are being honest with yourself
(yeah, we already said that’s the hard part), you know there is some
kind of physical sensation or instinct you dismissed when that liar lied.
Caveat: There are few people who cannot identify a lie in this way. If
you have Asperger’s or Autism, you may not have this aptitude. The
other people who do not have this aptitude had an upbringing where
extreme forms of lying were normalized. There was some big secret,
abuse, or constant type of lying going that is connected with deep
emotional scars in their childhood. If you find people lie to you all the
time, and you don’t see it coming, you have adapted to a behavior
that is not normative. In other words, you think people are acting
normal when they are not, because that behavior was considered
normal in your family. We are not saying YOU are not normal (or
that you are normal). We are saying that you weren’t taught what
normal human honesty and normal human lying look like.
Fortunately, you can learn to identify this now as an adult. We
suggest the Landmark Worldwide programs, traditional Buddhist
breath meditation, or some form of long-term therapy or coaching so
that you can learn healthy boundaries.
For everyone who can generally identify a lie when they see it, we have
an exercise.

Exercise: Calling out the fishy
This week, be on the lookout for lies. Little lies, big lies, things that feel
fishy to you. When you feel someone isn’t being totally honest, call
them out. OK, wait. Before you call them out, prepare yourself for the
truth. Be someone they can tell the truth to. Don’t be like my friend
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and the cookies, ready to accuse them of a crime. Don’t be fragile if
they are about to criticize your idea or forceful if they want to go to a
different movie than you do.
First, be someone who values the truth above niceties or getting your
way. Then tell them they are lying. In a nice way. Say something like
“When you said that, I didn’t feel your heart was in it.” Or, “Are you
sure? That doesn’t sound quite right.” You’ll both find out the truth
isn’t so scary.

INTEGRITY (BOUNDARIES)
Like honesty, integrity follows universal laws. When you think about
human integrity, there are many ways to look at it. It is said that
Werner Erhart, the founder of EST and the Landmark Forum, has an
internal document for staff only about integrity that is 30 pages long.
In human terms, though, the easiest explanation is that integrity is
when your thoughts, your words, and your actions align. In
non-human terms, the easiest explanation is a state in which
something has the structure to work.
It’s simple to understand the definition of integrity that emphasizes
alignment of mind—words—actions (or heart—words—actions). We all
know people who say one thing and do another. For those people, the
outcome they say they want is not the outcome they achieve. We also
can detect integrity in people’s words immediately. You know when
someone is speaking with conviction and when they don’t, you say it’s
“half-hearted”. The definition of half-hearted is malalignment of spirit
and action.
Integrity doesn’t guarantee results, but lack of integrity guarantees lack
of results. You can believe something, say it and take actions and still
fail to get your results. If you have integrity, you either try again or you
declare that you give up. Declaring you give up can have total integrity.
Like any other declaration of leadership, declaration of failure to get a
result and of your intention to stop trying gives power to those around
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you. Lying about it and pretending you are still going for that goal
disempowers the leaders around you.
Some things you’ll notice you can’t give up on and still have integrity.
For example, if you have a child, you can’t give up on raising that child
because it is too hard. That has no integrity, regardless of what you say.
Other things you cannot give up on because it would be out of
alignment with your values system or with your mission in life. Nobody
can tell you what that is, and nobody can change your value system for
you. (Though we do know of methodologies for changing your values
system, and if you are up for that, the fastest methodology we know is
Tony Robbins’ Date with Destiny.)
GRACE: For a long time, I have wanted to work in this area, the area of
human governance. But I had a lot of excuses and other things to do
first. First, I thought, I will make a lot of money so I can do this as a
non-profit. First, I thought, I will get a team and then we will all elect a
leader together. First, I will work on peace in my home country. First, I
will find a supportive partner. On and on. Ultimately, I knew I was not
interested in making a lot of money. I was not interested in an amazing
romantic life. I found a team but they kept putting me in as the leader.
When Marco said we should write a book, I told him the last thing on
earth I wanted to do was write a book, but somehow… here’s the book.
This project has been truly in my heart for at least 5 years, and nothing
I could declare would make it have integrity for me to do something
else. Nothing I could declare would make someone else the leader of
the project.
We wish we could say that integrity is absolute, or that there is some
shared set of values for integrity, but there is not. You can feel whether
someone is aligned, but their values and your values might not align.
During the week when we wrote this chapter, Grace had 2 clients
debating with themselves whether to do a utility or an equity token.
Both of them were doing ICOs for centralized companies, so in order to
have a utility token they would have to float the economy when the dip
in the token value comes. Both agreed that there will be a “market
adjustment” and both understood the financial commitment and the
likelihood that their token value will tank. One of the clients decided he
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was not OK with that, and he would rather just call the token a security
from the start and go through all the regulatory requirements to have a
security token. The other founder said, basically, people know the risk
they are taking and they can see the market as clearly as I can see it.
When the dip comes, we will do whatever we can to maintain token
value, and if we can’t, we will sit down with each of the major investors
individually and come to an agreement about what kind of equity we
can offer them. He said, we really believe in our utility token and think
we will be able to maintain it, and we are also comfortable with our
plan B in case we get our timing wrong or anything else goes wrong.
Each founder felt comfortable about the integrity of his decision. We’ve
seen founders who don’t have a plan B, either. If the token tanks, they
say, that’s life. We know that 90% of businesses fail, and so do our
investors. We plan to succeed, and it’s a tough world out there when
you’re an investor.
It’s important to understand that integrity is personal to a large degree.
You don’t have to agree with other people’s integrity and you don’t
have to associate with people who don’t align with your values. What
you do have to do is understand that you aren’t the authority on
anyone’s integrity other than your own. When you see someone doing
something questionable to your, get curious and question them, but
don’t be quick to judge. The blockchain community is one of the most
multicultural communities on earth. We are all pulling in the same
general direction, but we don’t come from the same backgrounds or
values systems. It’s important to bring in other perspectives, get
curious about them, and be willing question your own values and your
own integrity as well as that of others. Don’t stray from what feels right
to you, but at the same time recognize that other people’s integrity is
their business to uphold, not yours.

Exercise: Integrity
Look at a situation in your organization where you are not getting the
result that you say you are committed to, either personally, or as a
organization. This could be a tangible result, like making a software
release date, or a company culture result, like having multiple options
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before making a decision, or like having a diverse employee
population.
Take a deep dive and write down:
●

●

●

Personally: where do you see that you have given “lip service” to
that result but not taken action or thought in your head that
was not possible (or not desirable)?
Structurally: what structures are contributing to the outcome
you have today. For example, if you want a diverse employee
population, and the most common hiring method is employee
referrals, that’s a structural source of non-diversity.
What are some structures you could put in place that would
almost guarantee the outcome you want? For example, creating
a competition between two teams to complete a specific piece of
software functionality, without letting them communicate with
one another. This would almost guarantee two different
solutions to the same problem. Obviously, it has some
downsides too, but it’s an option you can start to play with.

INTEGRITY OF OBJECTS AND
ORGANIZATIONS
When it comes to structures, integrity often has similar consequences.
For example, if nobody writes a meeting summary, the outcomes of the
meeting are haphazard. Maybe people carry through with the
decisions. Maybe they remember the deadlines. Maybe they don’t. In
that sense, integrity is a rule of nature.
Objects also have integrity. A jar can hold water if it has no crack in it.
If it has a crack in it, it still might be good enough to use for jellybeans.
The lack of integrity represented by the crack is not a bad thing, it just
means you can use the jar for jellybeans, not for water. Similarly, the
level of integrity you have as a person or your company has in its
practices and structures will determine what you can accomplish.
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We’ve all been in situations where structural integrity has caused suboptimal results, even though we acted with integrity. Because this is a
blockchain group, we’ll use money and education as an example. In the
United States, there is a system of higher education which guarantees
financial distress for most of its population. College graduates end up
with $100,000-200,000 in college loans. If you have an advanced
degree, double that. At least. You have a category of people who have
done the right thing: they have gotten an education for themselves.
This is good for them and good for society. And yet, they are in a
society which burdens them for the next 30 years, preventing them
from buying a home or saving for their children’s education. Imagine
being in a situation where you are sending your children to college
when you haven’t yet paid off your own college loans yet. In a system
with no integrity, even if you do act with integrity, your results are an
outcome of the system more than of your own actions.

MINI-EXERCISE
Where in your life are you failing because the structures don’t support
your outcomes? What can you do to get out of those structures? What
would have integrity for you, given that you may not be in a position to
change those structures?

INFRASTRUCTURE FOR SHARING OF
INFORMATION
While we’ve talked above mostly about personal interactions, in a
DAO, it’s important to deploy the right infrastructure for sharing of
information. We want to thank guest writer David Egyes for Appendix
C “Sharing Knowledge for Productivity and Connectedness”.
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RADICAL TRANSPARENCY
Implementing radical honesty also requires radical transparency, and
both are easier said than done. Transparency means that everyone has
access to how all decisions are made at all times, and everyone has
access to all data at any time. 9
As we mention below, in the decision taken for the Segwit 2x Bitcoin
fork, nobody really knows how that decision was made. We don’t have
the recording or the minutes of the meeting. We were (or weren’t)
relieved about the decision, but there is no public record of how that
decision was made. Even worse, there is no public record of what the
team thought the implications might be down the road, when or how to
better discuss a fork in the future, and how to make changes to the
code without a fork. It just happened and now it’s history. No
transparency, no learning, no understanding of our history.
But when we talk about transparency as a law of nature, the
consequence of no transparency is singular: people feel a sense of
injustice and a sense of being ignored or left out. Even when a decision
is just and considered everyone’s perspective, when there’s no
transparency, some people feel it was unfair. (OK, some people always
feel it is unfair, but when nobody knows how it was made, a lot more
people are left in the dark.)
In a traditional organization, hiding decisions makes sense. The
hierarchical paradigm says that if you are inferior, it’s none of your
business how we made decisions. We are “higher up” and therefore
more qualified to make these decisions.
That won’t fly in a distributed organization. The philosophy of the
distributed organization is that we are all qualified, we are all
participants, we all have the right to contribute equally and to know
what is going on. There will always be differences of opinion, but
transparency of information and transparency of the decision-making

9

For a great reference on radical transparency as well as weighted voting systems,
see Ray Dalio’s TED talk or book, Principles.
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process gives people a feeling they can at least trust the process. If
transparency doesn’t exist, the system is, by definition, not truly
decentralized. Some people are privy and some people are not. Again,
this doesn’t mean that everyone gets a vote in every decision (as we
discuss later), and it doesn’t mean that everyone gets an equal say. But
it does mean that everyone understands how the process is done, and if
something is unfair about the process, it can be mended.

Transparency of knowledge
We’re already overwhelmed by the amount of knowledge that there is
out there. If you have a DAO, that means knowledge management
becomes even more essential. Not only do you need to have all of the
data available to everyone, you need to have some kind of intelligent
system that knows how to give people useful news feeds, relevant for
their project and job description. While they can search for any
information, the system needs to learn what the relevant information is
for them, so they don’t miss anything essential.

Security and transparency
What we do want to say is that when it comes to people’s security, as
well as some areas of data security, physical grounds security, etc.,
there are areas where you can’t be transparent. Some information
needs to be secret. Even in a distributed organization, there is some
information that needs to stay with a very limited number of people for
the safety and security of the organization, and, depending on what
you are doing, for the safety of certain individuals.
Amazingly, in the blockchain and open source communities, quite a lot
of the security knowledge is shared. Code is shared and yet, somehow it
is secure. We aren’t coders so don’t exactly understand how that works,
but if it is relevant and works for your DAO, use it. Otherwise, keep
secure protocols, procedures and keys secure.
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Money and Transparency
Money is one of the greatest forms of inequality in our current world.
The first thing that comes to mind when thinking about transparency
in money is “what happens if everyone knows what salary everyone
else makes?” What, indeed?
Radical transparency means that salaries are, indeed, public. If you are
earning a number you’re ashamed to tell your employees, stop it. Don’t
make a base salary that makes you feel ashamed. Have it tied to profits
or something. If you are truly worth it, the organization will bear it.
Plus, numerous studies show that beyond the first half million or so
annually, performance doesn’t rise with salary. Simply put: it’s not
good for your DAO for the top paid people to be making more than 10X
the lowest paid people as an automatic payment. If salaries are linked
to some specific measure, like salespeople who get a commission, then
the limit doesn’t apply.
In any case, numbers should be transparent. Within the organization,
everyone should be able to see how much is being earned, where, and
how much is being spent. There are a number of reasons why this is
good, but the main reason is because it’s a decentralized organization.
It’s not your money and your decision. It’s the organization’s money
and the organization’s decision. Everyone is impacted if the catering
service is overcharging and underdelivering. Anyone might have a
solution to printing a specific part for a lower prices or shipping things
a shorter distance to get the work done. More transparency means the
stakeholders know what is going on and can have a say in it. It keeps
everyone honest. It eliminates corruption. It provides information that
can be addressed by anyone in the organization.
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PILLARS OF RESPONSIBILITY
FOLLOWING INSTRUCTIONS VS.
CREATING OUTCOMES
We spoke a bit about responsibility earlier, but it bears repeating.
You can choose to be responsible for anything. Your health, your
children’s education, your government. You can choose not to take
responsibility for anything, too. What you don’t get to choose is
consequences.
If the educational system in your region is bad, and you don’t take
responsibility for your children’s education, because the government is
“supposed to”, you still get the consequence of poorly educated
children, and not just your own children, either. Other people’s
children also lack education, and as adults they may be unemployed or
turn to crime, and you’ll be stuck with those consequences as well. We
aren’t being harsh or preachy or trying to tell you to do something
about the problem. We are simply pointing out that you will always get
consequences aligned with your scope of responsibility and circle of
influence.
With any company where you work, you can take responsibility for
doing a great job at your job. You could also take responsibility for the
success or survival of the company. If you know that your CEO is
making a bad decision that will cause the company to lose money, you
can either stay silent or speak to her, no matter what position you hold.
It’s not your job, but if you don’t do it, the consequence might be that
you would lose your job, because the company will fail.
In a DAO, this is even more important. In decentralized organizations,
generally speaking, you are not given a task to do. Tasks are
meaningless (and always have been). Outcomes are meaningful. I once
worked with an outsourced marketing person who, for 2 weeks, was
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working on a list of industry experts and journalists. In 2 weeks, she
hadn’t posted one blog, one tweet, or even followed any of those
experts’ feeds. She said: “I was going through the task list in order.”
The result was no outcome for the company. Another result was now
we had to go through the list again to follow their feeds, because she
hadn’t done so as she did the list. Although I had told her the specific
outcome she would be responsible for in 1 month, she proceeded with
the tasks on the list. She was not with the company in 1 month, because
she was devoted to following instructions, not to getting outcomes.

RADICAL RESPONSIBILITY
It’s very easy to tell someone who has radical responsibility.10 We have
someone on our team who, whenever something goes wrong says “I
must have understood you incorrectly.” We’ve never once heard her
say “You didn’t tell me that,” or “You didn’t explain correctly.” It’s
always she who didn’t understand correctly. That’s radical
responsibility. What are the chances that at least one of those thousand
times, someone told her the wrong thing? 100%, right? But she never
says that. That’s not her perspective. Her perspective is that she is
responsible. This is not a senior person, by the way. She’s a VA making
less per week than some people make per hour. But it’s always her
responsibility.
In Conversations with God, Neale Donald Walsh (or God) talks about
how humans are causing everything around them. That’s a kind of
radical responsibility. He says, we have made our choices of the
circumstances we are in. We’re not sure that’s true. (OK, one of us is
sure that is true and the other one of us isn’t so sure). But both of us
are sure that one thing is true: Choosing responsibility is an
empowering thing to do.
Think about it: if things are happening to you, there’s not much hope
for you. You didn’t make them happen, so you can’t make them stop
happening. The circumstances are just coming at you. Think about

10
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someone you know who things are always happening to. How fun is it
to be around that person? They are always complaining, and about half
the things they complain about would just go away if they ignored
them or made different choices.
What if nothing is happening to you, but everything is a result of your
action, inaction, thoughts or words? What if you really are responsible
for everything? Everything? Just before I was writing this section, I
(Grace) was standing in line at an airport. Actually, it wasn’t a line. It
was a queue, because it was London. On the flight I had read the
abovementioned passage in Conversations with God and I was looking
at that damn queue and I was not only irritated at the queue, but I was
doubly irritated that I had “caused” the queue. I had caused it by my
fear and resistance that it would happen. I had caused it by choosing
Heathrow instead of Luton. I had caused it by my stupid idea in my
head that by 3 pm I’d be in London and it was already 2:40. As I got
more and more irritated I got to the front of the queue, and the
attendant was waving me and another fourscore or so people to
another queue. People behind us rapidly stepped to the counter as we
waited in a different section for another queue. I was on queue for 80
minutes. That’s right. An hour and 20 minutes on a queue, obsessing
about the queue, resisting the queue, and blaming myself for the
queue.
Now, that’s kind of a ridiculous case. We can’t just make people
disappear with our thoughts. But looking at it as something to be
responsible for can be useful. If this is a big enough problem for
enough people, and we all complain about it to the management,
maybe it will change. Again, it’s a trivial example. But if you care about
breathing, you might want to consider doing something about
pollution. If you care about having a good relationship with that person
you’ve been griping about, you need to take that into your hands. Note
that we didn’t say you need to admit to “your part”. No. “Your part” is
100%. Consider that outcome to be 100% yours. “I treated him this way
which caused him to treat me that way.” “I didn’t set the boundaries to
our relationship.” Whatever it is. Whether it is true or not, taking the
perspective that you are 100% responsible for whatever happens
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always gives you the potential to solve the problem. That’s radical
responsibility.
By the way, you don’t have to take responsibility for everything. You
can. It’s a privilege. It’s also a choice. You can say: that thing is
irritating, but I am choosing not to take responsibility for it. I am
choosing to spend my time on this other thing. I am taking
responsibility that this is my choice right now, and that area will suffer
because I’m focusing on this area.

CONDITIONS OF RESPONSIBILITY
In some very fundamental way, responsibility can solve every problem
in your DAO and in your life. From the perspective of radical
responsibility, you can always say “If so-and-so had taken
responsibility at moment such-and-such, this would (or would not)
have happened.” If anyone, ANYONE, in the chain of events had
stepped up and said: hey, we aren’t getting the outcome here… things
would be different.
For most DAOs today, responsibility is the largest gap. People are
doing things, often the right things. Good people are doing good things
they are good at, but they are letting things go when those things seem
out of scope, uncomfortable, or less fun. In the story under Radical
Honesty, we told a story about how a DAO unintentionally dropped a
project. There were a dozen people who could have easily made it move
forward, but none did.
Fortunately, you now know that, as a leader, it’s your responsibility to
make sure that people in your organization take responsibility. Or
unfortunately. Sorry about that. Responsibility doesn’t always land as
good news.
What causes people to take responsibility? Following are some of the
major requirements for people to take responsibility.
● People need to feel something of value is at stake.
● People need to believe it’s possible. (Make it tangible.)
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●

●
●

●

People need to care about it in some way. Sometimes they don’t
even care about the outcome, but they really love their leader.
Or hate the enemy. They care enough to move themselves or
speak out when something is uncomfortable.
People need to feel that it’s really their mission.
People need to feel they won’t get in trouble if they speak up,
point out flaws, or come up with radical (or stupid) ideas. Very
few ideas will happen if dumb ideas don’t happen, so you need
to allow for people to come up with any idea before choosing
the good ones.
People understand that responsibility is not blame. If they say
“I take responsibility for fixing the problem,” they aren’t going
to be shamed or punished or faulted that the problem
happened. This includes not blaming themselves.

EXERCISE: RESPONSIBILITY
●

●

●

Choose a problem or mistake that, in retrospect, was
completely avoidable in your organization, and look at the
checklist above. What was missing for each of the people who
could have prevented it?
Choose an area or problem in your organization that seems to
recur, and look at the checklist above. What is missing for the
people involved? What can you put in place now to add a new
level of responsibility for those people?
Choose an area or challenge that one of your teams is facing
now, and look at the checklist above. What would make
everyone on that team have all of those conditions met? What
steps do you or the team leaders need to take in order that
every single member of that team will feel responsible for the
outcome?

NOT FOLLOWING ORDERS
It is not your responsibility to just follow orders. It is almost never your
responsibility to just follow orders. Even in cases, where it is best to
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just follow orders, you follow those orders after you have assessed the
consequences of the situation, and what is best for accomplishing an
outcome. If following orders violates your values or doesn’t get you
anywhere closer to the goal, it is your responsibility to question the
orders. Generally, it is your responsibility to let the person giving the
orders know you won’t be following those orders, of course. (We say
generally, because if you are a whistleblower, obviously, don’t get
yourself in deep doo-doo. Just go to straight to the authorities if that’s
the appropriate thing to do.)

A GAP
Let me tell you about a gap.
As we mentioned in the chapter on leadership, when you make a
declaration, you create a gap between where you are and where you
want to go, and your personal development is the bridge you build
across the gap.
As a community, we have declared a future of distributed money,
distributed identity, and distributed leadership. We keep saying a silly
thing. We keep saying “it will be regulated soon”. No. That is our gap
that we created by our declaration of freedom. Waiting around for an
arbitrary government to regulate us in their own interest is shirking of
our leadership and our responsibility as a community.
Just as the internet has DNS, SSL, domain registries, and other types
of protocols and bodies that take care of itself, we as a community need
to create our own regulatory standards. Yes, there will always be a
darkweb and there will always be crime. Right now, in 2017, it is ours
as a community to prove that we can be responsible and create the
governing bodies that will keep users of cryptocurrency safe. It is our
responsibility to create the regulatory bodies that will protect investors
in token.
As a community, we have been too busy thinking of how to raise money
to think of what is going to happen next and our own personal
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susceptibility to government, when (not if) government steps in. We
have not created protections for the members of our community who
are out there doing great work. We have not created support for the
members of our community who want to do great work but frankly
have no business running a multi-million-dollar company. We’ve just
let it happen and we will pay the price. The purpose of this book is to
start a movement where we acquire the skills to pre-empt that
moment. The purpose of this book, and the accompanying workshops
and education is to make sure that we do have the leaders and
leadership we need to regulate and govern ourselves, both so
governments won’t have to step in, or so that when they step in, we can
collaborate constructively.

EXERCISE: RESPONSIBILITY
●

●

●
●

Where you did declare responsibility or leadership but let it
slip? Choose something that isn’t within your job description,
but you said to others or yourself that you were going to take
leadership in that area. What is the impact? Notice if you feel
like something is incomplete with you and feel where that
shows as stress in the body.
Take some time to clean up the impact with the people who
were impacted. This doesn’t mean you have to repair the
problem or reclaim responsibility. Just acknowledge to those
people that you had declared leadership but given up on
them/it, and apologize. This might look something like “I said I
was going to take on finding a better catering service for
company lunches. I didn’t do that and now we are still eating
that crappy food. I apologize. I see that’s not really something I
can take on at this time. If you’re still concerned about it, I
could point you in the right direction, but I can’t take on the
responsibility right now.” Notice, you didn’t make a new
promise. You just made it clear you aren’t doing it.
Once you feel that is clean, again notice the feeling in the body.
Has the stress gone away? If not, forgive yourself, too.
When the stress is gone, then you will have a clean slate to
decide if you want to declare responsibility in that area again,
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either immediately or later. Make sure not to do that until it
feels clean. Notice that when you try to “make up for past sins”,
it feels stressful, but when you just start from zero, you have
more room to be creative.
Section 3: Communications
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YOU AND THEM
No matter what structures you have in place, interpersonal
communication is the foundation that makes everything work. You can
have collaborative models in place, radical honesty and responsibility,
and still have deep malfunction when people fail to communicate
effectively.
Very few people have any formal training in communication skills,
which is odd given its importance. We teach people presentation skills,
but not listening skills. Imagine a world where lots of people have
presentation skills but nobody has listening skills. Oh, wait. You don’t
have to imagine. You live in that world.
We tend to think of our communication as what comes out of our
mouth. We rarely think of our communication as what other people say
to us. We almost certainly don’t think that other people’s
communications to one another is actually a function of our own
communications skills. And yet, as a leader, you set the tone for a lot
more than you think. In these chapters you’ll learn not just how to
communicate and listen better, but also how to set standards and
influence what happens throughout the organization, even when you
aren’t in the room.

EXERCISES: LISTENING
●
●

●
●
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Whenever someone is talking, remind yourself that the words
they say are a part of their identity for them.
If (when) you zone out and miss what someone is saying, stop
them and say “Sorry. I zoned out for a minute there. Can you
repeat that?” Don’t try to play it off, just say the truth.
When someone has a difference of opinion from you, ask
yourself: What is the commitment behind their words?
If someone is upset, don’t tell them to calm down. Say
something like “I can see you’re upset/angry.” Notice that
works faster than telling them to calm down.
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●

Get a partner for conversation. You’ll talk about what you
learned in this book and they can talk about something they
learned recently. Have a conversation about the things you
learned. Try each of these, and take turns being listener and
speaker.
○ One person be distracted or pretending to listen and the
other one talks about what they learned in a normal
way.
○ Now the listener still is distracted, but the talker is
really committed to getting the message across.
○ Next, have the speaker speak as if what they are saying
is boring, and the listener listens to this boring person
as they would usually listen to a boring person.
○ Next, the speaker continues as if they are boring, but the
listener listens as if it is super interesting.
○ Share what you learned from the exercise.

WHY DIDN’T THEY TELL ME?
If you’re a leader, you’ve gained some level of control of what comes
out of your mouth, but if you’re human, you do occasionally say what
you’re thinking rather than the right thing. Hopefully, you’ve
developed some aptitude in repairing damage when you do say the
wrong thing. So you know pretty well how to say the right thing at the
right time. Let’s just skip to the part where we teach you how to
influence what people say to you.
How can I be responsible for what people say to me? Good question.
Ask yourself it. Whenever someone says something you don’t like, ask
yourself that question. I (Grace) was with a friend near Grand Central
Station, and someone smiled at me and gave me right of way. My
friend, who lives in Manhattan, commented on how unusual that is,
because New Yorkers never do that. But that wasn’t my experience. My
experience was that people were like that with me everywhere. His
experience was that people were cold everywhere.
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If you want to influence things people say to you, just pretend you can.
Pretend that whatever they said, pleasing or non-pleasing, was an
outcome you caused. If they lie to you, ask yourself what caused them
to do that. If they tell you an uncomfortable truth that is helpful, asked
how you caused them to be so courageous with you. Whatever it is,
keep asking yourself “what was I responsible for that caused them to
say that?”
At the same time, you don’t have any control of people’s history or
associations. Some people might get triggered by green shirts because
their father always wore green shirts. You can’t control that, but you
can observe behaviors and even ask them, “Why do you say that?” or
“Can you tell me more about what causes you to feel that way.”
You can think of everyone in the world as having special triggers. If you
say a particular thing, you flip a particular trigger. If you say “How are
you?” you might get a different response as if you ask “What’s up?”
We’ve all had the experience of asking people how their day was and
hearing “fine.” That’s not an answer. It’s an automatic protocol.
We complain our family members don’t tell us anything. Usually, we
didn’t ask anything. How was the party? Fine. Didn’t anything
interesting happen? No. We didn’t even bother to ask what we want to
know. For example, “Were the kids at the party taking drugs?” We
truly don’t care how the party was, we just want to know how drunk
the kid got. But we don’t ask that and then we wonder why the kid
never tells us anything. We. Didn’t. Ask.

Mini-exercise: Predict the answers to these
questions.
●
●
●
●
●
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How’s the project going?
How’s the new guy?
Did you get my report?
Why didn’t you do that on time?
Did you eat the entire bag of cookies?

So you’ve got a DAO…

Actual exercise: Under-communication
1. Choose an area in your organization where there’s chronic
under-communication. It might be about a specific project, or a
recurring issue, like people never say when a project is running
over budget.
2. Pretend, just for this exercise, that the reason they aren’t telling
you this thing is because you are taking actions to make sure
they don’t tell you. Perhaps you are super busy. Perhaps if they
tell you bad news, you get angry. Perhaps you drive them down
on the budget at the start of a project, and won’t accept a higher
price no matter what they say. Just pretend you really, really
want them to avoid telling you. Say to yourself “I am causing
those people not to give me the information.”
3. Identify the practices that you have in place that cause the
under-communication. If you can’t identify them yourself, get
the group together, explain the under-communication problem,
and do the exercise together.
4. Create new practices that will facilitate adequate
communication in this area.

Text is not a conversation
This section doesn’t belong in this book, but we felt it was important,
given how often text creates a mess. Don’t let people in your company
use text as a substitute for communication. Text is not communication.
Text is a wonderful way to create a mess when nothing is actually
wrong.
Don’t use text to manage emotional or divisive issues. Don’t use email
to manage emotional or divisive issues. If you are texting or emailing
back and forth more than once to resolve something, stop it. Pick up
the voice-connectivity app of your choice and speak to the person.
Text fails when it comes to the nuances of human communication. You
can’t hear someone’s tone of voice if they’re upset. Or joking. You can’t
hear someone pause. If you say something, and the other side pauses,
that means something in human communication. In text, it doesn’t
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even exist. If you want to complicate (or end) any relationship, try
using text to communicate about delicate issues. If you want to get
through complicated issues quickly, speak by voice.
Some people like text because they feel they have more control of their
words, and there’s something to be said for that. You have more
control of your words, but less control (and no indication) of how those
words landed with the other person. If you can’t tell how they landed,
you haven’t communicated. Text is good for informative
communication, like “Meet me at 5.”

THEIR WORDS
As humans, we have a funny attribute. We identify ourselves through
our words. We know intellectually that we aren’t our words, but,
generally speaking, we identify ourselves as our words. I’m cold. I’m
Juan. I’m an expert. I’m wealthy. Those are simple declarations, but
even when we don’t make declarations, we consider our words as a
kind of part of us. When we speak our opinion, someone’s conflicting
opinion occurs as a threat. We then call that an argument. These
arguments prevent collaboration.
In our governments, worldwide, we have elected officials who are
elected because they talked about the 20% of things on which we
disagree. Everyone in the country agrees that we should reduce
unemployment, have better education, care for the underprivileged
and elderly, and reduce violence. But that’s not going to get anyone
elected because then politicians would all look the same. They
absolutely must identify themselves based on disagreement.
On a smaller scale, all of us humans are the same. We hang on to some
form of identity that sets us aside from others. In interpersonal
communication and decision-making, this is the source of inertia and
bad blood.
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Exercise: Conflict
Take an area of conflict in your organization. Look at the people who
are embroiled in this conflict, and see what beliefs these people are
associating as part of their “principles” or “value system”. In other
words, what part of the argument do they consider a part of themselves
or their identity? It will look something like: I’m the genius on DLT,
and if we set up the blocks the way Otherdude says, it contradicts my
identity as “genius on DLT”.
Explain this distinction to the people involved. Have them explore
what part of their identity feels “threatened” by the dissenting opinion.
If you find there is a power struggle, take a look at what power is in
your distributed organization. Status and power can look different in
different organizations. One of us spent a good part of a year being
resentful because the company gave her a crappier mobile device than
all the other managers.

WHAT YOU SAY?
Have you ever said “But I already told you…”? Yeah. Me too. Guess
what? It doesn’t matter. It doesn’t matter what you said. It only
matters what they heard, and how they interpreted it. Guess what else?
As a leader, you are responsible for what they heard, not just what you
said. You are also responsible for how it landed, that is, the emotional
state you leave people with.
GRACE: Once I had a boss who tended to raise his voice in
management meetings. He’d pick out someone at each meeting and dig
into them. When I’d been at the company long enough, maybe 4
months or so, it got to be my turn to be the person the boss picked on
at the management meeting. Because of something from my childhood,
when someone yells at me, I tune them out. I don’t get offended or
upset, I just turn off my ears. Now, I knew this was just a habit of his,
but I considered it my responsibility to get whatever communication he
told me. After the meeting, I went into his office and told him that I
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had switched off my ears when he raised his voice and asked him to
repeat the problem so I could make sure to handle it. Not only did he
apologize, but he also stopped that behavior completely. (The rest of
the company was amazed that the behavior disappeared just from one
conversation, but, without being accusing, I made it clear how
inappropriate and ineffective the behavior was.)
We’re telling this story because if you have ever gotten mad at someone
and spoken to them harshly, you can be fairly certain they missed some
of the communication. In some cases, if you spoke harshly to them,
they are about to do exactly the opposite of what you want because
they are angry at you for raising your voice. Or, they are going to be
overly cautious the next time. It’s your responsibility that they get it,
and that they get it in a way that makes the difference you want to
make.
We’re also telling the story because it relates to the next section, where
we talk about how you can influence people’s behavior by setting
standards. Even though he was the boss, I set a standard of how people
behave in my presence. Later on, the CEO reported that his
relationship with his board members had also improved. I wasn’t in
the board meetings, but by setting a clear standard, I was able to
influence the entire organization.

Exercise: The 24-hour rule
●

If you get a communication from someone that triggers strong
negative emotions, wait 24 hours before answering. If you need
to vent, write what you want to say, but don’t send it. Write it
and destroy it. Wait 24 hours. Then answer them. (If it’s urgent,
vent with someone trusted before you answer.)

BARRIERS TO COLLABORATION
Humans have built-in safety mechanisms that prevent them from
being in total harmony with other human beings. Fish don’t have those
mechanism. You don’t see a fish going off on its own for a while before
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joining the school again. They don’t complain that the other fish is a bit
of an idiot. They don’t hold a grudge if another fish gets more food.
They don’t compete to see who can swim the fastest and then brag
about it. They swim in a big school that seems to function as one body
when you see it move about.
Humans have multiple barriers to acting as part of a group. In
organizations, these behaviors are destructive. In a Distributed
Organization, there is room for individual and team expression, but
ultimately for the DAO to work, the entire organization has to function
in harmony, as an organism like a flock of birds or school of fish. 1112
Most of us are unaware of the barriers we place between ourselves and
others. Quite a few of them are covered in the chapter on radical
honesty. Anything other than honesty is a wedge between who we
really are and how others see us.
Again, we’ll ask you to take a bit of an imaginative leap into the world
of barriers between you and others (and between others and others).
Think of the moments in your life when you’ve felt lonely or alone.
Think of moments when you were with others but felt alone as well as
those moments when you were actually alone and felt lonely. Following
are some of the thoughts and emotions that can be associated with
those moments:
● Judgments of others (They are boring, ignorant, etc.)
● Victim feelings or helplessness (This happened to me. / TBhey
did this to me.)
● Righteousness (I’m the only one who…)
● Trapped feelings (I can’t say /do what I need.)
● Anger or self-pity (I deserve better.)
● Depression or anger (Nobody cares.)
● Heroism or superiority (I can survive this!)
● Guilt, self-punishment or shame (I deserve this.)
● Selfishness (another kind of I deserve this.)

11

Matan Field, Blockchain and a new paradigm of collectivity,
https://youtu.be/KqbRh4NIE54
12 https://facilitatoru.com/meetings/recognizing-barriers-to-collaboration/
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●
●

Stubbornness (If they won’t do it my way…)
Fear (If they find out…)

None of these are good or bad in and of themselves, but they are all
expressions of our fundamental feeling as individuals that there is
some world out there that is separate from ourselves. Tony Robbins
calls this the need for Significance. It is fundamental for humans to
differentiate us from others. It’s also fundamental for us to feel
connected to others, and we all have ways to do that, too. But our
continued insistence that we are somehow different and alone is part of
our culture and upbringing at this point in history.
The degree to which you have a sense of being alone versus connected
has a lot to do with your upbringing, as does the level of your need for
this level of significance. But you are reading this book. If you are
reading this book, and you’ve gotten this far, you are a pretty strong
individualist. You have become a leader. You care about leading. You
are in the blockchain community, so at some point you veered sharply
from what the rest of society was saying and bought into this utopian
self-sovereign cryptocurrency vision. At some point you either
launched an ICO or joined one. If you don’t mind our saying so, you’re
a bit cray-cray. You have a stronger need to express your individuality
than to fit in.
Great. Now we have a bunch of strong individualists running around
preaching about how we are going to all function as one big
harmonious DAO ecosystem. And if you don’t like our DAO ecosystem,
by the way, Fork Off.
Can we tell you how many conversations we’ve had where we asked a
founder “why are you doing your own ICO? If this is your mission, why
don’t you just join one of the 3 DAOs who already raised funds?” No.
No, we cannot tell you how many conversations like that we have had.
We cannot count that high. We can, however, tell you how many
people, as a result of that conversation, decided to join someone else’s
DAO. We don’t need to tell you, though, because you know the answer.
The answer is zero.
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So. If you did not realize before that you have spent a good part of your
life preventing people from working together with you, now you realize
it. Our culture teaches us to avoid collaboration

Cultural norms
If you ask a fish about the water it swims in, it won’t know what you
are talking about. What water? That’s all there is. We live in a society
with certain truths that surround us. Often, we don’t even notice them.
Our society places a tremendous emphasis on personal achievement
and celebrity. Our reputation, however sovereign it may or may not be,
is our personal reputation. We don’t even record “group reputations.”
From a young age, we see that certain groups work together better, and
our teachers are careful about who we sit us next to in class. Yet, that
universal truth is rarely acknowledged in real life. Even worse, the
society tends to have a winner-take-all attitude towards personal
achievement. If you are number two in an organization, you may get
little or no credit for a company’s success. People won’t ask you to
speak at conferences or write newspaper articles about you. You are
either the number one person or you don’t exist. This is why, when we
tell smart people to join other smart people doing something similar,
they don’t even hear the suggestion. The idea that they might have the
number 10 position or even lower is just so horrifying to them, they
can’t fathom it.
Individuality is also of tremendous importance in today’s society. Yuval
Noah Harari may think we have entered an era where we trust the data
more than we trust ourselves, but in most case that’s simply not the
case. We value our own opinions quite highly, thank you very much.
We do our own thing, go by our gut feeling, our mind’s vision, and our
heart’s calling. Nobody can tell you the answers, we say to one another,
you just have to feel for yourself. Compromise sounds like something
you do when you can’t get your way, rather than the best of both
worlds.
Finally, as we’ve pointed out more than once, our society encourages us
to see division among ourselves. The media bombards us with story
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after story with good guys and bad guys, winners and losers, black and
white, right and wrong. That’s not the world we live in, but the bias
sinks in to a point where we, as individuals and as groups, tend to fight
one another for power rather than to look at the potential, not just for
compromise, but for collaboration. If life has winners and losers, we
had better be on the winning side.
Even if you see and question these social norms, you can’t escape their
influence on your subconscious. When you are having trouble seeing
someone else’s perspective or when groups in your organization
experience conflicts, take a look at how these paradigms are feeding
into the problem.

A better solution
Don’t you just love situations where “it’s a matter of principle?” Within
your DAO, the organization’s values are the principles. Nothing else is
a matter of principle. Stepping out of principles is extremely important
for compromise. Have you ever had one of those discussions where you
are splitting the costs of something and you’re talking in percentages
and it seems you totally disagree, but if you put the value (not the
percentage) on a piece of paper, the real gap is $50?
So many of the world’s problems could be solved if we stopped talking
about principles and just did something practical that was good
enough for both sides. In some parts of the United States, people are
arguing about the principle of who can use what public bathrooms. I’ll
tell you what public bathroom people can use: whichever one they walk
into. There isn’t a guard at the door checking people’s anatomy or
DNA. No matter what your principles are, you aren’t going to mandate
a pecker-checker at every bathroom door. It’s not an argument worth
having.
We strongly encourage you, as quickly as possible, to look at the
practical aspects of proposals, rather than principles. We also strongly
encourage you to look at multiple alternatives, combinations, and crazy
ideas. We encourage you to ask: how can we have the best of both
worlds?
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FRAMEWORK FOR COLLABORATIVE
SOLUTIONS
In one of the DAO frameworks we read, there’s an assumption that
there will always be tons of proposals on the table, and that voting on
proposals will be impossible unless we weed out lots of them. We think
it is essential to create an environment that favors collaborative
proposals over individual proposals.
Let’s take a familiar example: ICOs. Anybody can launch an ICO these
days, and frequently anybody does. In addition to the thousand or so
out there, you’ve probably heard several dozen that never got beyond
the idea stage. How many of them are copycats? It’s sad to even think
about. At the ICO whitepaper headquarters, we’ve noticed that the
market has simultaneous “ideas.” One week, 4 people called in with the
idea of launching an educational platform for people who want to learn
about crypto-investing from real investors with proven algorithms. The
next week it was 5 people with Uber-on-blockchain. The record so far
is for freelancer platforms. We’re up to close to 20 founders thinking in
that realm―and those are just the ones who have personally spoken to
us. There must be at least 5 times that number altogether. Honestly.
There should be a rule that says you can’t say ‘I have an idea’ unless
you actually have one.
When you look at the world of ideas and proposals, most of them are
different angles on the same basic concept. Or they aren’t different
angles, they are just identical. Within your DAO, there should be two
distinct processes to reduce the number of proposals:
•

Identification of extremely similar proposals. Teams should work
together to create one proposal from multiple proposals. Whether
you use an algorithm to find keywords or have humans read the
proposals is up to you. Participants should be rewarded for finding
common-denominator solutions that incorporate the best of the
similar solutions on the table. Participants should be deincentivized for forwarding individual proposals that could have
easily been handled within the collaborative solution.
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•

Greater collaborative solutions. DAO members should be
encouraged to sit down with groups who have totally different
proposals and see if they can take the best of various proposals to
get an even better solution. Start with the assumption that there’s
always a better way to satisfy more participants, and see what can
be created. Creation of solutions that satisfy even more conditions
or are super effective results of collaboration should be encouraged.
Participants should also be rewarded for recognizing a solution is
better than theirs and abandoning their opinion in favor of a better
solution.

In short, collaborative organizations should always be striving for
collaboration. It doesn’t make sense to run a DAO as if it is a
conglomerate of different interests. A DAO is an ecosystem with a
shared vision. When the vision is shared, innovative solutions that
benefit the whole ecosystem should be rewarded. Individualism and
divisive behaviors should not be encouraged. This is not the same as
encouraging groupthink. Quite the opposite. Individual ideas are
valued, and encouraged, in particular when they bring the group
towards an even better solution.
It’s a fine line between consensus and encouraging of new ideas. We
think that for any given problem, there should be a predetermined
minimum and maximum number of solutions (probably 3-10). The
minimum number means people must be innovative. The maximum
means people need to be creative in finding ways to collaborate despite
their different viewpoints.
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YOU AND THE COMMUNITY
We’ve all been part of organizations that are just poisonous. Generally,
in hierarchical organizations, the culture starts at the top. The CEO’s
personality seeps through the entire company. If they’re a fingerpointer, everyone is trying to escape responsibility. If they work
incredibly hard and measure productivity by how long you’re at work,
everyone is working hard or pretending to work hard. Leadership
doesn’t go away in distributed companies, and in many ways you can
have influence beyond your authority or team, if you are willing to take
on your own influence in the community.
Each of us has a sphere of influence. You develop a sphere of influence
over time, and you can expand or contract it. When you declare
responsibility, you expand your sphere of influence. When you set up a
meeting with someone you’ve never met, you increase your sphere of
influence. When you get drunk at the company party, you reduce your
sphere of influence. Your sphere of influences includes yourself,
obviously, but it mostly includes others.
You can influence people in multiple ways:
•

Explicitly telling people what behavior is acceptable.

•

Creating an environment where certain norms are followed.

•

Exemplifying the behavior you expect.

Mini exercise: direct and indirect influence
Think of examples in your life of the following:
•

Have you ever been in a situation where you absolutely put your
foot down? Where you said to someone: “You will never behave
that way in my presence again,” and they never did.

•

Have you ever looked back and noticed that certain friends just
disappeared from your life? Maybe they are people who are
stubborn or overly critical. Maybe they are sweet and pandering.
Whatever it is, something happened at a point in your life, you
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were no longer willing to tolerate certain kinds of people, and even
though you didn’t say it out loud, they faded away from your circle
of friends.
•

Has anyone ever said to you “When I see you being <honest, brave,
creative, self-expressed, confident...>, it makes me also be more
<honest, brave, creative, self-expressed, confident...> in my life.”
Have you ever said that to someone, or not said it, but seen it
happen?

OTHERS TO OTHERS
In the previous section, we talked about influencing what people say to
you. That makes some sense to most people. We all understand that
when you are irritable and yell at someone, you will trigger them to be
nasty or run away. But what about influencing what other people say to
others?
Again, you can use direct or indirect methods to do this, but one of the
most powerful methods is listening deeply and communicating your
observations. Notice that people in your organization communicate
with one another in a certain way. For example, there is a certain way
people communicate with the legal team, right? Maybe they avoid
them. Maybe they act like they are kind of stupid because they don’t
understand DLT. Maybe they communicate only through email.
GRACE: I noticed in my family, we didn’t ask each other about health
issues. We would call a third person, usually my brother, who is a
doctor, and say “How is Dad’s health?”. Once I observed this, I simply
told each family member that I had observed this and each one said
they noticed the same thing, but they have no problem if I ask them
directly about their health. From that moment on, we all could talk
about it directly instead of going to a third party. Just observing the
behavior and commenting on it was enough for us to realize how
ridiculous it was.
In the Science of Acting, there’s a concept called a “construct”.
Everyone has a multitude of Constructs which make up our way of
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functioning in the world. In the above paragraph, we mentioned
“lawyers”. In your mind, mostly hidden, there is a Construct for what a
lawyer is. Likewise, you have a Construct for “man”, “woman”,
“engineer”, “boss”, “parent”, and so on. If someone has an overly
obvious construct for a person of a specific culture, we call that bigotry.
But we all have Constructs for people of other cultures. Pretending you
are color blind is no good. You aren’t. Our brains are not built that way.
They are built with categories and Constructs for people, places,
situations, and objects.
Based on this theory, you could say that we never talk to an individual.
We talk to a group of constructs. When you understand this, firstly, it’s
easy not to take things personally. After all, nobody is talking to you.
They are talking to a conglomeration of the labels they attached to you
and their constructs for those labels. Secondly, it gets easier to see that
people’s communications behavior falls into certain categories.

MINI-EXERCISE
Pick up the nearest object and look at it. What does it remind you of?
What memories are associated with that object? What words are
associated with that object?
Notice that if you were to give that object to someone else and ask
them the same questions, they would have different answers. Notice
that we have Constructs for the simplest every day object. This means,
to some degree, that you are not even looking at the same object as the
guy next to you.

EXERCISE: SHIFTING OTHERS-TOOTHERS BEHAVIOR
Look in your DAO for where the communications is sub-optimal. Suboptimal could be anything: lack of adequate communications, too
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many useless meetings, gossip, people feeling insulted, conflicts
between key players, whatever.
Simply observe the behavior, and simply state what you see with no
judgment. Really, no judgment. Just say things as an observation and
ask why or make a specific request.
“I noticed that you tend to send email when there’s a problem rather
than come to Lily’s office and explain it in person. Why is that?”
“I noticed that your team spends more time in meetings than other
teams. Is there some problem I can help with? Can I attend some of the
meetings to see if we can make them more efficient?”
“I noticed that the slack channel has a lot of jokes that could be seen as
offensive to certain ethnicities. That is unacceptable. Please stop it.”
“I noticed that your team doesn’t report their progress to the person
who is assigned as team leader. Why do you report among yourselves
but not inform so-and-so?”
Often, these problems are just bad habits. Sometimes there’s a deeper
problem. If you simply take an approach where you are asking with
true curiosity, you’ll find that the teams will be able to resolve the
problems quickly.
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DECISION-MAKING
You would think that decision-making would be the first section. It’s
the whole reason you are reading this book: so you can make decisions.
We put it last because you can’t make proper decisions without the
prerequisites of honest, responsibility, measurement, and
understanding of your role in the community. We wish it could be first.
It would be a shorter book.
Today, we have the illusion of distributed decision-making by
foundations, but the November 2017 decision not to implement the
Segwit 2x fork is an example of a not-decentralized decision that
affected $130 billion. The community had a large-scale debate on what
to do, and then 5 people made the decision. We happen to know that it
was 5 because we have inside information from one of the five on that
call. Five people, and we don’t know which five people, were the only
ones who mattered when the actual decision was made. That’s a more
centralized and less transparent decision-making process than any
corporation or federal bank that we know of. By the way, raise your
hand if you think that decision was based on technological merit.
That’s what we think, too. It was probably more based on the potential
impact on the price and/or the controversy surrounding the fork. Is it a
bad thing to make decisions based on the impact on the price of bitcoin
rather than the technological stability of the blockchain? We don’t
know. But we sure as hell would want to know who was in that room
and what their considerations were, and why they think that was
representational of the whole community. Oh, and can someone
remind us of how those people got to be the decision-makers in the
first place? When are the next elections? Oh.

TRADITIONAL DECISION-MAKING
While we aren’t going to go deeply into traditional decision-making,
one of our observations has been that, in most situations, when
organizations use a decision table, it eliminates a tremendous amount
of friction. Most people have seen a decision table, but for some
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reason, it’s not the first go-to-method for groups making decisions. We
aren’t sure why, but we suspect it has to do with people’s general
enjoyment of a good debate. We love that too. Writing this book was
one big enjoyment of a good debate, and usually we agreed on
everything. But we had a good time walking around the streets of
London discussing our ethics regarding how long you could sit in a
coffee shop on the merits of just one coffee, and whether it is OK to sit
in a hotel lobby without ordering a drink. (They had an inferior coffee
machine.)
If you wonder why we are telling this story, you’ll love this next miniexercise.

Mini-exercise: Decisions
•

Name 3 decisions in your organization that have taken up more
than an hour of your time (and others’ time, but which didn’t really
matter to the fate of the organization.

•

Bonus: Create policies that will eliminate this kind of debate in the
future. For example: “All employees can spend up to $100 in petty
cash per month. The spending will be reviewed by the accounting
department each month.”

CLASSIC DECISION-MAKING TABLE
Following is a classic decision-making table for developing a product.
You can adjust it to your own needs.
Step 1, criteria. Rank all the criteria from 1-10 (with 10 being the best).
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Again, for a lot of you, this is basic, but you probably aren’t
implementing this very often. When you break things down like this,
typically there is very little debate. It’s unusual that someone will say
that investors are excited about this new technology and someone else
will say they aren’t. We all know what investors are excited about. It’s
rare that people will disagree about the technical challenge, etc. The
rest of the chapter deals with how to manage disagreements, but if you
start out like this, you’ll find you’ve mitigated 80% of disagreement.
Step 2: Decide on the weights. This has to add up to 100%, and the
weights should not be too even. We’ll illustrate. As you can see, when
we gave things equal weights, we had a couple of clear losers, but the
others are still a bit to close to call. That’s where the big debates start,
when we think that it’s just as important to serve existing users as it is
to gain competitive advantage.

Deciding on the weights is a bit more divisive than deciding on whether
developing a particular feature is fun. However, if you have a company
Handbook for Distributed and Connected Leadership

83

which is aligned on its values, this should also not be too hard. Also,
some things are obvious. If you are running out of cash, making
something that creates income and pleases future investors is more
important. If you are richer than the Catholic Church, you don’t care
about that so much. Let’s take the example of having enough money,
since that’s where most of the people in the industry are right now.
As you can see below, as soon as we seriously prioritized our desire to
make our customers happy, maintain our future vision and create
competitive advantage, we have clear winners and clear losers.

EQUALITY OF IDEAS
The distributed and decentralized world adheres to a particular
philosophy of equality. We recognize that everyone has ideas, and that
the best idea can come from anywhere. In fact, the closer you are to a
problem, the more likely that your solution will have merit. CEOs can
be completely blind to the actual problems happening with customers,
because they are so far removed, but the customer service person
knows exactly which problems are recurring.
In this context, anyone, anywhere in the organization can propose an
idea to solve any problem, anywhere in the organization. As we
discussed in the chapter on transparency of information, the
organization needs a way to be transparent about some of the most
difficult problems it is having. If a particular team wants more input,
the system should make the problem more public. In any case, there
needs to be a mechanism for getting everyone’s input. In our Western
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societies we are partial to the idea of one person one vote. We are not
here to debate democracy in our society, but we would like to
emphasize what was explained before in this chapter. An idea
meritocracy has proven its incredible effectiveness in business, for
example, at Bridgewater Investment (the most successful Hedge Fund
of all time). For more on this, see this video with Ray Dalio or read his
book “Principles”.
Most people think that brainstorming sessions are the best way to get
lots of ideas, but the evidence shows that having people think
separately about a problem and submit lists of their ideas works better.
Group dynamics may cause some people to be quiet, and once a great
idea is proposed, it tends to shut down other ideas. There might be a
better idea, but once a good solution is proposed, people in a group
tend to stop thinking. Also, ideas tend to be weighted based on the
person who proposes them, so a good idea from someone who is
ethnically diverse or in a position considered “less important”, for
example, may be pre-judged.

EXERCISE: BRAINSTORM THE BETTER
WAY
Set up a meeting to brainstorm solutions to something of importance
in your organization. It could be a problem you are dealing with, a
technical development, or improving an existing function in the
organization.
● Declare the topic, and tell each person they must arrive with a
list of 10 ideas, even bad ideas, but 10 ideas, printed out. Also,
mention that at least one should be impractical or a joke, if
possible, let them know that they will not need to read their
own ideas, but that the ideas will be anonymized and everyone
will read someone else’s ideas.
● At the meeting, have everyone submit the ideas at the door, or
put them all in the middle and scramble them. Then have each
person take a list and read it as if it was their own. They have to
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●

●

●

pretend each one is a great idea, even the impractical and joke
ones.
RULE: NO judgement of the ideas while they are being read out
loud. Sometimes the best ideas are a modification of the worst
ideas.
Assemble all the ideas on a whiteboard, and consider together
how many of the ideas would probably not be there if someone
had felt they might be judged.
NOW start to judge the best ideas, and to modify those which
are a bit outrageous. Don’t erase the outrageous ones right
away. Those might be your best insights for innovation.
Attempt to modify the ones that are the most out-of-the-box
rather than discount them.

WEIGHTING FOR OTHER FACTORS
We wanted to start with weighting in a very basic framework, but we
recognize that not everyone’s opinion is equal. When you decide to
weight for other factors, as we discuss below, it’s essential that the
entire voting body knows how the numbers looked with and without
the weighting, so the decision-making process is transparent.

VOTING SYSTEMS
Voting systems today have a fundamental flaw: they create
divisiveness. Naturally, if you can choose only one option, and other
people can choose only one option, the team starts to get divided into
us-versus-them. You’ll hear people say that this is a result of the media
or the filterbubble, but it is deeper than that. As soon as you create a
voting system that assumes one-opinion per person, you will
eventually reach a divisive level. The media simply amplifies the
system. It doesn’t create the system.
Therefore, we highly recommend you move away from a zero-sum
game types of voting systems. Unless a question is truly yes-or-no, you
can come up with more than two solutions.
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Generally speaking our feeling is that voting should go through the
following process:
1. Proposal creation. At least 3 potential solutions should be on
the table for any issue, with the optimal number being a bit
higher, maybe 5.
2. Mitigation process. For each proposal on the table, the group
should look at the downsides of each proposal, and mitigate
those negative consequences. The resulting proposals may end
up being a combination of the existing proposals, or include
mitigation aspects not considered in the first iteration.
3. Final proposal group, again, at least 3 proposals on the table.
4. Voting system that allows for people to vote for more than one
proposal. Possible paradigms:
a. Multiple vote system. Vote for as many solutions as you
like.
b. Veto system. You don’t vote for the best solution, but
just against the ones you think are completely
unacceptable.
c. Point system. Each person gets a bank of points or
tokens and distributes them according to the merit of
each solution. So, if you had 10 points to distribute, you
might give 5 to your favorite solution, 3 to the next
favorite, and 2 to a solution which is acceptable but not
great.
d. Ranking system. Rank the solutions in order of
preferability.
If you think about the debate that results in any of these systems, you
can see it is different from a one-person-one-vote system. Instead of
saying that such-and-such solution is the best, there can be a healthy
discussion of how much better each solution is, or whether a particular
solution is acceptable. Even if there were “media”, the conversation
wouldn’t pit one solution against one another, because the votes aren’t
pitted against one another. There’s less of a personal identification of
each person as committing to one side or the other.
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MERIT-BASED INEQUALITY
Let’s face it. We are equal, but we aren’t equally informed or intelligent
about the same things. Ask Marco about raising capital and he’ll give
you a much more authoritative answer. Grace will sound like she
knows what she’s talking about, but she hasn’t actually raised more
than a million dollars in capital. Marco has raised millions. We are
both knowledgeable in this area, but there’s clear and measurable
evidence that Marco’s opinion is the one you should listen to if the two
of us don’t concur. On the other hand, Grace has double the number of
children that Marco has, and they are both awesome, so she has double
the authority on parenting. (Just joking, Marco’s daughter is 100%
awesome, too. But don’t ask him about giving birth, because he hasn’t
done that.)
In any case, you get the idea. For a fantastic reference on this, see Ray
Dalio’s book, Principles of Work and Life. As one of the foremost selfmade billionaires and investors in the world, Dalio institutionalized the
system of merit-based inequality in his fund. By weighting the votes of
those who had better experience in specific areas, the organization
made better decisions. In one example he gives, the team was more-orless split regarding whether the Germany would vote to support the
potential Quantitative easing proposed by Mario Draghi, the head of
ECB. The debate at Bridgewater was whether to prepare the fund for
an inevitable breakup of the Eurozone if Draghi would stand up to the
Germans and back the Euro. When they made a democratic (one
person one vote) vote they ended up 50/50. However, when they used
merit-based weighing by giving the experts in foreign currency trade
and foreign politics an higher voting power, the result was 66/34 for
Draghi standing his ground on quantitative easing. Whether we agree
with the decision or not, the experts proved correct when, several
weeks later, the ECB decided an unlimited Quantitive easing.
We recognize that not all decisions are quite so qualitative, and
sometimes we can only know the merit of a decision based on a very
long-term outlook. We propose a merit-based solution, but we don’t
know the formula. It’s certainly different for different types of
networks, but we already can see the problems inherent when some
88

So you’ve got a DAO…

groups gain too much power. Many social networks, even the newer
blockchain-based ones, are subject to issues of concentrated power in
the hands of certain groups.
Our suggestion is, at least for a start, to go with a Pareto-like cap on
weights. In any decision, making process, it should take a minimum of
20% of high-merit people to overpower the other 80%. You might go
for more or less, but that’s just our guess. That doesn’t represent the
reality, of course, but it represents a voting system that can optimize
for expertise without creating a cartel of too few authoritative people,
reverting the organization back to hierarchy.
In this context, we think that in a merit-based voting system, the
following principles are a good outline:
•

Voting rights should be domain-specific. If you are great in finance,
it doesn’t mean you are great in marketing.

•

How much “voting rights” someone has should be based solely on
measurable results, such as how often the person has made correct
decisions in that domain in the past. In the absence of evidence on
past results, it is possible to substitute education or domain
expertise, but we don’t suggest this as a long-term solution.

•

Each individual is responsible to refrain from voting about a
domain where they truly have no expertise or no opinion. In other
words, you are allowed to declare your expertise level at “zero” and,
unless there is measurable evidence to the contrary, the group
should encourage people from withholding a vote when they don’t
have the appropriate knowledge and/or the decision will not
impact them.

•

Both weighted and non-weighted voting tables should be available
to everyone as part of the radical transparency, and to prevent
anything super-weird from happening.

After reading this, it should be apparent that “tokens” are not a very
good representation of voting rights. Someone can accumulate a
tremendous amount of token, either by earning or buying tokens. We
feel that, in this context, token accumulation may be able to be used as
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a representation of experience or perhaps leadership potential. We will
give an example later in the chapter.
It’s worth reiterating that just because one DAO in the blockchain has
used a particular system of merit, it doesn’t mean it works yet. We are
still in the experimentation stage, so we aren’t sure how this is all going
to work out. We’d love to hear more input on how you have
implemented this in your organization, and what’s working.

IMPACT-BASED INEQUALITY
Expertise is important in many ways, but in a distributed world, there’s
something more important: impact. If I am the foremost expert on
hydroelectric dams, it does not mean the dam will impact me at all.
Maybe it will impact my salary, but the impact on me is not the same
as the impact on the people living in a village downstream. This is the
greatest downfall of the current system of power-based decision
making. People who are not women make most of the decisions on
women’s health. Non-profits from rich countries make decisions on
how to help people in developing economies. Parliamentarians pass
legislation on welfare measures for the unemployed.
Distributed leadership has the potential to allow those who are
impacted to have a say in the solutions presented and the solutions
agreed upon in a fairer way.
Unlike merit-based weight, we think there is a real case for some
people to have 20 times as much weight as other people when it comes
to impact-based inequality. Let’s take the example of the IsraeliPalestinian conflict. Everyone seems to have an opinion on this, but
there are approximately 10 million people who actually live in the area,
and another few million refugees who will be impacted directly by the
decision. It does not make sense to say everyone in the region has the
same level of vote on the situation, much less everyone in the world.
The same could be said for Catalonia, Ukraine, Kashmir, Kurdistan, or
any other region where there is divisiveness over borders.
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If you think a bit deeper, it’s nonsensical for each nation in the world to
have 1 vote on each situation because.
•

The people who are most impacted often have zero votes
(Catalonia, Kashmir, Kurdistan and, for a good part of is history,
Palestine, do not have places in the UN.).

•

China has the same number of seats in the United Nations as
Slovenia. That’s kind of weird.

•

Most of the members of the United Nations will be completely
unaffected by the outcomes of these issues. If you are a member of
the EU, for example, changes to Catalonia influence your monetary
system, but changes in Kashmir would make no difference to you.

Without taking sides on the Catalonia issue, it is quite clear that a
person living in Barcelona has a big stake, a person living in Madrid
has a fair stake, a person living in Paris has some stake, and a person
living in Shanghai has zero stake. While we don’t think that zero stake
should equal zero votes, we do think that a more just system of voting
has to be implemented when we are talking about distributed
leadership.
If everyone is a leader, everyone gets a vote. Depending on what your
organization is doing, you need to take a look at who your stakeholders
are, and what kind of weight you want to give them as far as voting.
Whether you use a digital token mechanism or not, the weight of
different stakeholders could be wildly different depending on the
impact on their lives.
As with merit-based weighted decisions, we have just started to think
about this, and welcome the community’s experience.
Caveat: In most corporate decisions, it will be obvious that the
executive directors are the most heavily impacted. That doesn’t count.
You can’t say “We get to set our own salaries because we are the most
strongly impacted.” or “Because I am the R&D director, I will have to
invest the most resources to develop a solution to reduce our
environmental impact, so I get more votes than everyone else.” The
people who drink the water near where you are dumping your waste
are more strongly impacted than you, even though it’s your job.
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EXERCISE: CREATE A WEIGHTS SYSTEM
FOR YOUR ORGANIZATION
Merit-based system:
•

Choose a domain where the decision-making in your organization
is both important and subject to many different opinions or
options.

•

Have the team suggest several measures that could be subjective
measures of merit that could be tracked over time.

•

Choose the measures and weights that should be assigned based on
performance on those measures.

Impact-based system
•

Choose a domain where decision-making will not only impact your
organization, but other stakeholders.

•

Have the team look at how to get input from those stakeholders,
both short and long term. Long term could involve tokenization,
but in the short term, it is probably impractical.

•

Choose the measures and weights that should be assigned based on
impact.

Section 4: Stuff at the end of the book
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EPILOGUE
THE INDUSTRY’S URGENT NEEDS
(UPDATE FOR VERSION 1.1)
The current state of DAO governance (August 2019) is a number of
emerging solutions around voting, dispute resolution and some form of
prioritizing proposals.
The problems that have started to emerge are mostly around the timeconsuming nature of onboarding oneself to these communities, making
proposals, and having those proposals considered. Although the
communities are still quite small—in the dozens or hundreds of active
participants—issues of politicization, favoritism and bureaucracy have
shown up. Unsurprisingly, the one-token-one-vote systems have
shown themselves vulnerable to “whales” who sway the vote in one
direction or another, in one case, at the last minute so the community
had no time to reconsider the vote.
At the same time, our communities are under threat. While much of
the community is focused on finding ways to make “legal DAOs”, it
would be naïve to ignore the fact that regulation, corporate behaviors,
and government actions have been openly hostile to anything having to
do with cryptocurrency. Google and Facebook have censored
advertisements from the industry. The SEC has filed untold numbers
of summons’ against crypto based organizations. To date, only Kin has
fought back. In many geographies, such as India, Russia and Vietnam,
it’s illegal to pay for services in cryptocurrency, and in a small number
of nations (such as Macedonia and Bolivia) it’s outright impossible to
legally participate in the industry.
The issue of decentralized governance is critical, and we are still in
early days. It is essential for us to collaborate and stand together at this
time, when the threats are so blatant and public.
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In this environment, the need is urgent for the following:
•

Self-sovereign identity that works, including secure ways of easy
and trusted biometric authentication.

•

Industry standards for interoperability, particular in the area of
self-sovereign identity, cross-chain activity, and .

•

Systems that encourage social behaviors that lead to more
collaboration. Facebook is a clear example of a massive online
system that has altered human behavior—unfortunately not always
for the better. In other words, we know mass group behaviors can
be engineered through social applications. Our self-governance
systems need to do that, and this book is an attempt to outline
some of the social behaviors that should be encouraged /
incentivized as we develop these systems.

•

Proposal-making mechanisms that are collaborative and work
quickly. The current systems of “anyone can propose anything” are
not adequate for all types of situations where communities want to
work together.
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BE IN TOUCH
Thank you for being part of this journey. Updates and more info can be
found at daoleadership.com
This book is version 1.2. Please send any comments, stories,
suggestions, questions and requests to grace@daoleadership.com or
marco@daoleadership.com
Love & Peace, Marco and Grace

IMPLEMENTING THIS AT YOUR COMPANY
DAO Leadership provides 2-5 day workshops for shifting your team’s
mindset and implementing immediate changes in your company. Our
workshops are based on a specific challenge or decision your team is
making. Among our topics:
•

Annual and quarterly planning

•

Cross-discipline implementation

•

Change management

•

Company values: creation and implementation

•

Responsibility and accountability

•

Communications tools and teamwork

We also provide executive management coaching and retreats. Please
contact grace@daoleadership.com for more information or a free 45minute coaching session.
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APPENDIX A: HOW TO TELL
IF SOMETHING IS REAL
Endless suffering has been caused defending entities that are not real.
Try this simple test.
Reality test: if it can feel pain, it is real.
A lot of can go into “saving the company”, preserving a nation, or
defending a team. But none of these entities are real. The company
feels no pain when it is dissolved. The nation feels no pain when it is
split or when it is absorbed into another nation. These things do not
exist.
In your DAO, start to be aware when different entities start to try to
preserve themselves. Yes, the people in those entities are trying to
preserve their jobs, but that can be done in a way that doesn’t involve
keeping a dead limb on life support.
We have been called in more than once to help figure out a new
strategy so that a company can grow or survive. “Why?” is always the
first question. In one case, the company was a telecom in a highly
competitive environment. The telecom had captured a major share in a
crowded market. There really was no way to “save” or “grow” the
company without changing the focus of its business. Why change? Why
not just be happy at the size you are at, and continue to be profitable?
The company doesn’t care. It doesn’t exist. The team awkwardly
laughed when I suggested that nothing bad would happen if the
company “died”. They would all get jobs at the competitor.
We included this appendix because we want you to spend your time on
real problems. If it’s not real, don’t worry about saving, preserving,
growing or fixing it. Focus on the living beings involved and solve their
problems.
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APPENDIX B: HOW TO SOLVE
ANY PROBLEM
We aren’t going to answer all of the questions you have in this book.
However, due to our unique experience and training, we have included
this section, in which you can find the solution to every problem. It’s
even less than one page. Aren’t you glad you got this far in the book (or
skipped to here)?
Grace tells a story.
In 2008 was taking a course that involved creating a community
project as part of the participation in the course. My project was stuck,
I was travelling abroad, and I was really desperate to get this working. I
called the course leader, even though there were over 100 of us in the
course and I knew he was busy. He gave us his mobile in case of
emergency, and this was an emergency.
It was the early days of VoiP and I had to dial a zillion numbers and
codes and the connection was pretty bad from my VoIP to his mobile
phone. What I didn’t know (until he told the story later) was that he
was at the pool with his 4 children and a ton of background noise and,
basically, he wasn’t even sure what I was saying on the line. But he
knew that something was going wrong and he had to say something,
because he is a senior life and business coach, and I was calling for the
answers. So he gave me the best advice you can give anyone in any
situation:
“Make three phone calls that will make a difference.”
Let me tell you, that is the greatest coaching of all time. It works in any
situation. Make three phone calls that will make a difference. You can’t
solve any problem in three phone calls, but you can always get back on
track towards the solution in three phone calls. Sometimes, all you
need is one phone call to someone who will just make you feel better
and put you in a better mindset to solve the problem. Sometimes you
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need to call someone you barely know. Maybe you want to call one of
the authors of this book. Every now and again, I call the person who
gave me this advice, and I remind him of this coaching advice.
Make three phone calls that will make a difference.
If any of the parts of this book don’t help you, do that. And let us know
where you got stuck and the solutions you found, so we can upgrade
the book for version 2.0.
Thanks.
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APPENDIX C: SHARING
KNOWLEDGE FOR
PRODUCTIVITY AND
CONNECTEDNESS
GUEST CONTRIBUTION BY

DAVID EGYES

KNOWLEDGE is the most commonly lost asset in an organization.
Knowledge loss costs companies time and money. That’s because when
knowledge is lost, individuals and teams have to relearn everything
since everyone’s maintaining their own “personal” vaulted knowledgebase. People are repeating the same tasks without having benefited
from the experience gained by those who preceded them. What’s more
alarming is that most people at the decision-making level are hardly
aware that such a problem exists. Tools alone won’t solve the problem.
Technology is of limited effect if human beings aren’t driving the
process. The good news is that we’ve devised a methodology and
approach to address this problem, giving Knowledge Sharing, and the
benefits it brings, a chance to succeed in any organization.
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Knowledge sharing builds communities where:
•

Processes are repeatable,

•

Procedures reflect agreed best practice with predictable results,

•

The best knowledge sources are identified, recognized, and
exploited for good,

•

Haphazard implementation is eliminated, and

•

Reinvention of the wheel is eradicated.

HOW DO YOU DO KNOWLEDGE
SHARING?
Doing Knowledge Sharing well requires leveraging the knowledge
assets held by an organization to benefit everyone. Several key
ingredients stand at the center of any Knowledge Sharing project or
effort:
•

Creating an environment where immediate posting of information
is a highly regarded value, and where constructively given feedback
is not only expected, but actively sought.

•

Building a curation system that ensures that knowledge is
distributed in a useful, prioritized way.

•

Developing a work atmosphere where collaboration is expected and
rewarded, and information is collected as a matter of course. This
means there is no fear of skill set commoditization or professional
marginalization.

•

Implementing systems that make crowd-sourcing easy, and where
all community members can share with minimal overhead.

•

Making the knowledge assets searchable, transparent, accessible,
readable, teachable, and intuitive.
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OBSTACLES TO KNOWLEDGE SHARING
Today, we have two opposite problems when it comes to knowledge
sharing:
•

Creating an atmosphere where people are incentivized for their
transparency, and there are no “bad ideas”. Even when people
express unpopular ideas or say something the authorities don’t
like, the system needs to be oriented to learn from everyone’s
opinion, rather than ignore or punish dissenting opinions. (We
cover this in the honesty and transparency chapters of the book.)

•

Management of information overwhelm. In today’s over-sharing
world, we have slack channels, telegrams, internal discussion
boards, social media, document exchanges, recorded conference
calls—you name it. With so much information, how can we be make
sure that people get the information they need?

NEWSFEEDS AND DASHBOARDS
Ultimately, we expect news to be delivered by AI. When a person sits
down at their computer, an automated news feed will show them
everything they need to know. Until then, it’s important to have easy
ways for people to tag the most important information for members of
their project, interest area or industry.
While all information should be available to everyone through search,
at a minimum a good newsfeed dashboard should include three panes
of information:
•

Global news includes company-wide information and industry
information relevant to the entire organization and the industry as
a whole. While most of this would be the same for the entire
organization, some of it may be customized per department.
Industry news on IPFS versus Swarm, for example, might not
interest the legal or accounting team.

•

Team or project news refers to the information that is produced
by the team or functional group that the person belongs to. The
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most important information may vary depending on the
individual’s job.
•

Areas of interest would be personalized by the individual. Each
person would set up tags for interest areas relating to anything
throughout the organization that interests them.

A well-designed dashboard and a good system for tagging important
posts can create a news feed which allows not just for transparency,
but for each individual in the organization to easily access the
information they need, without having to go through everything
produced in the organization every day.

CALL TO ACTION
Here’s what Jeff Jarvis, noted journalist, professor, author, and popular
blogger, has to say about sharing knowledge …

“We are sharing for good reason—not because we are
insane, exhibitionistic, or drunk. We are sharing
because, at last, we can, and we find benefit in it.
Sharing is a social and generous act: it connects us, it
establishes and improves relationships, it builds trust,
it disarms strangers and stigmas, it fosters the wisdom
of the crowd, it enables collaboration, and it empowers
us to find, form and act as publics of our own
making.”
Today, an organization’s success—and the individual’s success in the
organization—depends on collaboration, openness, and sharing. That
means taking knowledge assets out of the nuclear shelter, and placing
them into a common area, accessible by all. Good intentions are
important getting you started. But sooner rather than later, you’ll need
to develop some social, entrepreneurial, and technical skills (or find
someone who has). Remember that Knowledge Sharing, while playing
upon the idealistic character of humans, isn’t being done for altruistic
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reasons exclusively. For people to be willing to participate, there needs
to be a clearly identifiable benefit. That payoff is the profitability of
saving time, reducing hassle, removing obstacles, and preserving
reputation. At the same time, sharing makes us feel good about
ourselves, about our teams, and about our work. A successful
Knowledge Sharing program, implicitly or explicitly, will exploit the
very human need to care and to feel cared for.
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Ray Dalio “Principles (Life and Work)”
Jason Diamond “Upheaval”
Seth Godin “Tribes”
Frédéric Laloux “Reinventing Organizations”
Marc Manson “The Subtle Art of Not Giving a Fuck”
Anthony Robbins “Awaken the Giant Within”
Simon Sinek “Start with Why”
Samantha Slade “Going Horizontal”
Sean Stephenson, “Get Off Your But”
Chade-Meng Tan “Search Inside Yourself”
Eckhart Tollé “The Power of Now”
Jeff Wolff “Seven Disciplines of a Leader”
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