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building a dam



we are wired to create great things together



challenges
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it's not new...

2008



2016



2017



2018



2022
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meetings
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On a maker's schedule: 
meeting ruins half a day?

Blog post by Paul Graham: https://s.apache.org/ms



meetings 
are 

VERY

expensive



meetings 
fail

but still:



asynchronous 
decisions
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software is made of 

decisions



four phases of a decision

brainstorm define options build consensus decide

ASYNC



key tools for async decision making

broadcast channel case management tool
to advertise upcoming decisions to manage each decision

ASYNC



Swiss Federal Council: Hybrid Meetings

Orange list:

uncontested

Blue list:

respond to Parliament

White list:

important, complex

Green list:

confidential, complex

picture: https://www.admin.ch/gov/en/start/federal-council/tasks/decision-making.html

~70 decisions in a weekly 4 hours meeting

LOTS of async preparatory work

ASF Board: 
similar principles, 

different tools

ASYNC



communications

tools
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async, threaded channel with tagged subject lines

TOOLS



issue tracker for decisions, tagged

TOOLS



chat is mostly here and now...

TOOLS



central shared documents can work

TOOLS



what you actually need

broadcast channel case management tool
to advertise upcoming decisions to manage each decision

TOOLS



concision

& clarity
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excerpt from imdb.com

more effort for you, less for them!

you are writing 
for an audience

Title,

Abstract,

Trailer

help make a 
decision in 
stages

movie excerpt: imdb.com

CLARITY



Provide readers with 
multiple decision points 
to stop reading, if not 
interested in the next level 
of detail.

Subject line

Introduction

Body & 
References

What's 
next?

self-contained message, multi-level reading

CLARITY



Last slide's text: 

Provide readers with multiple 
decision points to stop 
reading if not interested 
in the next level of detail.

Could have been: 

It is often a good idea to make sure 
people who are reading your message 
have multiple options (shall we say 
"decision points"?) where they can opt to 
stop reading the rest of your message. If 
they are not interested in more than the 
current level of detail, they can then stop 
reading to avoid using more energy and 
time than strictly needed. I hope I'm being 
clear.

work on your concise writing!

CLARITY



radiate intent!

https://bit.ly/3VX1k8F

davidmarquet.com

unless someone objects, I intend to ...

CLARITY



multi-cultural

teams
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what's YOUR culture?

CULTURES



a multi-cultural disaster
Costa Concordia: 38 nationalities, official working language Italian, crew testifies not understanding orders given in English

CULTURES



use simple language
34

http://www.asd-ste100.org/

example from https://robertobertuol.com/simplified-technical-english/

All valves must be 

turned slowly in 

order to prevent 

strong steam jets 

which can damage 

both hose lines 

and components.

Complicated English

Turn all valves 

slowly to prevent 

strong jets of steam.


Steam can damage 

hose lines and 

components.

ASD-STE100

CULTURES



avoid misunderstandings

Ask for 
Clarification ReformulateAssume 

Good Intentions

CULTURES



coda

00



distributed teams mean many 

challenges

first principles over tools!


get together when you can!

meetings

async decisions

communication

channels

timezones

cultures

language

concision & clarity

shared neurons

@fosstodon.org/@bdelacretaz

grep.codeconsult.ch


pinboard.in/u:bdelacretaz/t:pressbook


