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distributed entrepreneurship, cooperative

A new socio-technical architecture for
economics, and human agency.
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The Arithmetic of ‘When?”

s

' The entrepreneurial spirit is

dormant, not dead.

Under conditions of scarcity,

. the barrier is rarely a lack of

talent. The
hairdresser or the line cook
possesses the core skill, but

' they lack the connective

infrastructure to support it.

- Ask them why they haven't

started their own venture,

' and the answer is a
' question: When?

The answer cannot be “try
harder.” The architecture
must take the weight off.
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> Capital: With what
money? What if we lose
the apartment?

> Admin & Legal: Who
handles the paperwork
| don't understand?

ot
-

the first bad month?

Risk: How do we suwiue‘

TR

e
e

the kids while | build this?

Isolation: Who watch ESJ
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Searching for a Better Model :
2 = — = _:| 745.7. 8
| Traditional t:urpri‘ Platform Co-op g DAOs [I{ Integral y HAO T
T . & : = _,_r o 'I__E e # —
- : Cybernetic / Polycentric /
Centr?ahzed Demoér.:ratlc TDkeﬂéfCUdE Post-Market T e
i : | Y ' Human Agency |
Core Shareholder | Global e 2 f
| Optimization Primacy Membre?rv:fllue ~ Coordination Hnmegstasus & Egﬁgg'te pF
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| Failure /- || Extractiveand @ Struggles with @ Dehumanizing : Lacks arelational || High design
MUGE;'; fragile technical scale (code over trust) adoption bridge complexity
\ e 7 ' ’ : -
l -|' The Gap: We need a model that is market-adjacent (to survive today) but structurally /| | |
PE : , |, locked against extraction, fusing cybernetic scale with human relational depth.
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Precedent |I: The Scale &
Structure Proof (Mondragon)

'_fwmget 1(Scale) [

$12.2B+ revenue, ~80,000 workers across 4
continents.
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IF —
‘Widget 2 (Structure)

Multistakeholder Cooperatives (MSCs) uniting
workers, users, and collaborators.

GOVERNANCE
BODIES

.Y

-
| ’

| ey
Formal, legalistic democracy (General
Assemblies, Governing Councils).
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‘Widget 3 (Governance)

f

]
X

Founded in 1956 in the Basque Country, Mondragon proved
that cooperative economics can achieve massive global scale
through structured, federated governance.

Structural

BODIES

MANAGEMENT

The Vulnerability: Formal legalism can lead to bureaucratic ]
drift. Mondragon relies heavily on continuous education to fight
“isomorphic degeneration"—the gravitational pull to behave
like conventional corporations.
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Precedent II: The Relational Proof (CECOSESOLA)

Leain

H_ Lo O 7 RN

j\__ -
/ " (Widget 1 (Scale)

Width

= |

Venezuelan network serving hundreds of
\ Jhuusands; annual community savings of -$2DM.____.

-ulll"‘-'_‘_ e =

- Widget 2 (Structure)
No bosses, no formal voting, no managerial
| hierarchies.

‘Widget 3 (Governance)

Thousands of weekly open-ended consensus
4 meetings, radical transparency, and continuous

5 role rotation.

e 5 5 5
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@rating for decades, CECOSESOLA actively unlearns the
' “culture of bosses." They survived economic collapse not
through rigid policy, but through deep mutual care and trust.

The Vulnerability: This model demands immense

emotional labor and high-bandwidth human interaction.

Difficult to replicate across differing cultural contexts

without shared trauma or deeply grounding experiences.

e
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The Synthesis: Designing the HAO

| Requisite Variety via
Tech-Augmented Trust:
{ HAO uses smart contracts and

| decentralized identity to make
CECOSESOLA's fluid trust scalable.

"".'-.".l—

Structural Rigor | | ;;;, | Relational Trust
& Scale N & Fluidity
(Mondragon) (CECOSESOLA)

) Polycentric Subsidiarity:
Al HAO utilizes Adaptive Governance
Frameworks (AGF) to prevent

Mondragon's bureaucratic rigidit]f/ _.

— p—

Neither pure structure nor pure relationships are sufficient to survive modern extractive markets.
The Humanized Autonomous Organization acts as a socio-technical bridge.

Design premises: Human primacy, distributed autonomy, value alignment, and resilience over efficiency. |
————— = —— — e -fﬁ
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- HAO Architecture: The Nested Ecosystem

To interface with capitalism
without being consumed by it, HAO
utilizes selective permeability.

The MEE acts as a walled garden,
allowing access to shared commons
(legal, software, design) while the
outer buffer layers absorb the
extractive pressures of the legacy
financial system.

N

(— Traditional Market

Contribulo / Public
Market Interface (PMI) |

Micro Enterprise
Ecosystem (MEE)

Integrated Cooperative

Network (ICN)

VC Extraction
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- The Micro & Meso Layers: UMEs and SEPs

R ST T Ty CE

B e R
R ; b e e L el ..,..I_, ;
UMEs are the smallest autonomous | | l | | =
units of value creation. | UMEs o -7 G
Small, self-governing teams. ~ (United Micro o

Enterprises)

SEPs are the mycorrhizal network.
They are time-bound alliances

between UMEs built around a
shared opportunity.

SEPs can gracefully spin out,
merge, or dissolve without
destroying the parent nodes.
Adaptation happens at the network
level through cheap creation and
dissolution of complementary
entities, not by forcing rigid
entities to change.

30

il (Strategic |
Enterprise Partnership)

T T T T T | |
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The Golden Share Orchestrator (Contribulo) 7

.-".-T: -

.

Rl = Y Economic Rights
e ) > i ‘ (flows to markets via
~ Control Rights: : . Contribulo (Public dividends/returns)
e Purpose Trust Vault © Market Interface)
( Contribulo is an orchestrator, assembling contracting groups from UMEs without hiring employees directly. W

- Outside investors receive minority board seats for feedback only—never control. Control rights are structurally separated
from economic rights and locked via a non-divestible Golden Share, making corporate capture legally impractical.

T T T T T ] |
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Adaptive Governance & Trust Infrastructure

‘The Trust Decay Curve

Reputation Weight

Time
Through Progressive Trust Verification,
governance weight must be actively renewed by peers.

™
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‘Polycentric Decision Network Map

Authority distributed

based on current trust | [
weight, not static titles. |\

iy

A L

Trust Verification, governance weight must |
be actively renewed by peers.

e
i ! ’
= e
o
.-
) ’ J. _.-"" \
’
-

w Trust /
Low Authority

FTraditinnal corporate authority is static; HAO ’1] F
authority is dynamic. Through Progressive |

If not actively renewed, the Trust Decay Curve
ensures accumulated reputation fades,
Lpreventing the 'resting on laurels’ failure mode
3,

A
— |

| Agreement (DEA)—a living, version-controlled

lowest competent level (Subsidiarity).

Governance utilizes a Dynamic Enterprise ‘ﬁl

Eﬂnstitutiun ensuring decisions are made at the |

b

1 ) 1
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The Economic Engine: Trickle-Up Economics

HAO Coordinating Layer ——o [B =

» (Capital flows from the coordinating entity outward to the
edges based on value-creation potential.

* |nternal mutual credits are minted at the exact moment of

value creation, circulating without requiring external fiat
injection.

» Distributed secure credit is underwritten by trust =]
networks, not just collateral. | =

funded by taking a capped coordination margin, structurally
preventing the center from extracting wealth from the edge.

« Revenue Allocation Frameworks ensure the network is S |
69 T

e e Lyl o ol g 1) |
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The Builder-Regeneration Loop /

L e 3 |
H e
I

@
The binding constraint on cooperative \t
growth is not capital; it is
builders—systems-oriented people who
can midwife someone else’s dream
without taking it over.

The Rule: Every venture must graduate

at least one new builder, or it is not a
success.

Competence

The Metric: Success is measured by

Co-midwife alongside builders produced per success, not raw

an experienced builder. | revenue. Value flows outward and down, |
| never up into a perpetual tax.

Run your own systems.

Relational Trust
il g Ll e Ll s 1) | |
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The Proving Ground:
The First Concrete Move

A« One Displaue? \ \ ;
) A ) Systems Person \‘ N

* Do they narrate their
work?

* Does the beneficiary’s

capacity grow?

1| * How is the first setback
| handled?

Capital

One Squashed

Dream

Sy -
L-r =1 I_ == —

To solve the cold-start trust problem, we begin with a single, highly monitored test node. We pair
displaced, systems-oriented workers with local individuals harboring a viable, dormant business dream.
Grant funding is used strictly to provide psychological safety and observational space, not a free ride.

o 23 5

ll.||—fulti:||l.'|$ | |
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Surviving the Adolescent f’hase |

The Handoff of
Judgment

Craftsperson
(Hands-on)

Why networks fail at nodes 3-153: I
>>» They scale faster than their capacity to transmit culture. >> Runbooks must evolve from rigid processes into
transmitting judgment under ambiguity.
> Growth must be deliberately slowed to the builder- >> The fractal principle: Survival requires building
reproduction rate. | something beautiful, and then opening your hands

to let it operate without you.

o 23 5 T IEO

|:|.||—[||ILi|.l|L.'|I | |
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People adopt relief, not 4
systems. We hide the —/
complex machinery and

offer a simple
Invitation.

e —
|

The crushing weight of capital,
risk, and administration is

| architecture.

~The answer is now.
With us. One step at a time.

i:Tl—[lllil]ILill

— absorbed by the collective €
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