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	“Without passion, nobody cares.

	Without responsibility, nothing gets done.”

	Harrison Owen
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	Acknowledgment: Daniel Mezick & OpenSpace Agility

	 

	Only a couple of months have passed since our first encounter with Daniel Mezick, in May 2018. It is hard to come across a fresh, sophisticated concept that is as well fleshed-out, and as well-explained as Daniel´s OpenSpace Agility. When we met Daniel, and got talking about inviting, non-coercive approaches to change, we immediately sensed the potential of his core approach for what we call Beta transformation. 

	 

	OpenSpace Agility has been a booster to our creativity: It kick-started the development of OpenSpace Beta. Thanks to the creators of OpenSpace Agility and the handbook that accompanies it, we were able to conceive OpenSpace Beta and this handbook in just a few months, from idea to market. 

	 

	We borrowed a lot from the wonderful book by Daniel and his co-authors; we modified a lot of details, took out a few things, and added roughly 30% of Beta-related stuff. Through remixing & tweaking, we transformed Daniel´s original concept to serving transformation of entire organizations, regardless of size. 

	 

	We are thankful to Daniel for his radically open-source approach to innovation, which we share and cherish! Daniel’s generosity, and his willingness to share experience and conceptual insight have been unusual. We think that his spirit of radical sharing is exemplary for a new era of collaboration that we all long for. It is this spirit of all-in collaboration that we urgently need, if we want to shape the future of work, together.

	 

	What´s so cool about this: While the overall approach of OpenSpace Beta is new (it blew our minds quite a few times while we fully figured it out for ourselves!), all the concepts within the approach are research-based and practically tested. Everything that we present in this book has been tested and done: By ourselves, throughout our 15 years of working on Beta organizations. By Daniel and by the other OpenSpace Agility creators and practitioners.

	 

	Our special thanks go to all the authors of The OpenSpace Agility Handbook, a rich and innovative resource that has been the foundation of the book you are holding in your hands. The OpenSpace Agility Handbook proved to be such a great resource that we were able to use it as a model for several of the sections of this book, and tweak other parts, in order to make them fit for Beta-style, full-fledge, organizational transformation. Thank you for letting us use the OpenSpace Agility Handbook and web text as a baseline resource: Mark Sheffield, Deborah Pontes, Harold Shinsato and Louise Kold-Taylor. For more about their work, visit www.OpenSpaceAgility.com 

	 

	Silke Hermann & Niels Pflaeging, 
August 2018

	 

	 

	A note on the revised and updated 2nd edition 

	 

	Two years have passed since the original publication of the OpenSpace Beta concept and handbook. We are happy to report that both the overall concept of transformation and the individual components of OpenSpace Beta have proved consistent. We have been able to apply OpenSpace Beta with client companies from different industries in these two years. Through our 2-day Practitioner courses, we introduced the concept to over 150 clients and peers.

	 

	While the concepts of OpenSpace Beta passed all tests, we felt that some of the prose in this handbook needed to be more direct, more straight-forward. When translations of the handbook into German and Korean proved strenuous, we decided to revise the book and make it easier to read. At the same time, we updated some of the content and gave the book a design face-lift. Enjoy!

	 


Foreword – by Daniel Mezick

	 

	Silke and Niels are doing something remarkable with this book: they are spreading an idea whose time has come. And that idea is a very simple one: the idea that it’s the passionate and responsible people that create real change. It’s the idea that willing people actually make everything happen. The people who say “yes” to an invitation.

	 

	The idea of the invitational Open Space meeting and using it in organizations appeared in the 1980s. According to the tale often told, Harrison Owen “discovered it” while enjoying two martinis and reflecting on life. A little later on, he wrote his first book, entitled: Spirit: Transformation and Development in Organizations. Harrison always did his best to keep Open Space truly open and free. Good news travels fast, and thousands of Open Space events took place, worldwide, over the next 30 or so years.

	 

	Then I showed up. At the time, I was an “Agile coach” looking for a better way. By 2010, I was sure that “Open Space” was that better way. And I started experimenting. I discovered that you can get very strong results if you arrange two Open Space events about 45 to 90 days apart, with some space in between, for the whole group to figure things out. 
 

	And from that idea, “Prime/OS” was born: a method for creating an environment, in enterprises of all sizes, where rapid, authentic and lasting change can be achieved. I formalized the idea and started teaching it to people. I published all of it under a free, “open source” license to encourage people to innovate and improve on the basic idea.

	 

	Then Niels and Silke showed up. They immediately recognized the power of recurring and iterative Open Space events to manifest change in organizations. They asked for my permission and support with making use of Prime/OS and the OpenSpace Agility Handbook, and I gladly agreed. The result is this remarkable little book, and the free-to-the-world, “open source” licensing of their remarkable “OpenSpace Beta” definition, derived from Prime/OS.

	 

	The beauty of what Silke and Niels have done is profound. First, they have created the conditions where the BetaCodex mindset will always stick, no matter what. That’s because the Open Space “wrapper” encourages experimentation, innovation, and self-organization. Second, they are publishing the core ideas of OpenSpace Beta under a free “open source” license. This license allows you to innovate and create something new. They are literally inviting you to study their work, derive from their work, improve upon it, and make an all-new creation if you so choose. 

	 

	We live in a time when we need more freedom, not less. More innovation, not less. More collaboration, not less. We need more progress, not less. More openness, not less. 
 

	So go ahead. Study this book. Start with OpenSpace Beta. Try things. Take a shot. Because you never know what might happen if you try.
 

	Daniel Mezick,
August 2018

	 

	 

	About Daniel Mezick

	 

	Daniel Mezick is an author, executive and Agile coach, and keynote speaker. 

He is the formulator of OpenSpace Agility and Prime/OS. He is co-author of Inviting Leadership, and the author of The Culture Game, a book describing 16 patterns of group behavior that help make any team smarter. The Culture Game book is based on five years of experience, coaching 119 Agile teams across 25 different organizations. Daniel´s client list includes CapitalOne, Intuit, the Hartford, Cigna, Siemens Healthcare, Harvard University, 
and many smaller enterprises. Daniel is based in Guilford, Connecticut.

	
Web: www.DanielMezick.com, 
Email: dan@newtechusa.net 

	 


How to use this book

	 

	Welcome to the OpenSpace Beta handbook! The purpose of this book is to serve as a handy reference and as a pocket guide for those who are adopting the Beta organizational model or otherwise using OpenSpace Beta to bring strength and vitality to their Beta adoption efforts.

	 

	This handbook is for anyone who is interested in creating rapid and lasting Beta transformations. This includes company executives, directors, managers, team managers and the consultants and coaches who serve them.

	 

	Throughout this volume, pages with a little star like this * , following the chapter title, indicate content on roles and activities. Pages without the star indicate more abstract, conceptual content. 

	 

	You may prepare for using this book in several ways:

	 

	1. Have a basic understanding of the laws of the BetaCodex and how Beta can help your organization. Part 1 of this book will provide you with some Conceptual background to OpenSpace Beta: This is especially worth reading if you are new to Beta. Part 6 of this book, entitled Practicing – flipping – learning (Do!), discusses the BetaCodex laws, or principles. The www.betacodex.org website provides plenty of further resources about this.

	 

	2. Have a basic understanding of the OpenSpace (OS) meeting format. OpenSpace Beta© and the Prime/OS™ framework behind OpenSpace Beta are inspired by the work of Harrison Owen, specifically by his book Spirit: Transformation and Development in Organizations. It is a great work, full of keen insights and actionable ideas. It should be of strong interest to anyone who is serious about organizational systems, organizational dynamics and culture. The Spirit book is available online as a free PDF download at www.openspaceworld.com/spirit.pdf. Part 2 of this book includes a brief user´s guide by Harrison Owen. 

	 

	3. A bibliography of important books related to OpenSpace Beta appears at the end of this book. The Terminology section in Part 1 will help you with key vocabulary. Visit www.betacodex.org for information about additional learning resources on Beta and OpenSpace Beta.




	




	Origins of OpenSpace Beta – and what you can do with it

	 

	OpenSpace Beta© derives from Prime/OS™ – an open source culture technology which was developed by Daniel Mezick and published under the CC-BY-SA-4.0 license. More about Prime/OS™ can be found here: www.prime-os.com and www.openspaceagility.com/about 

	 

	OpenSpace Beta© and Prime/OS are freely available, open-source, culture technologies: You are free to derive from OpenSpace Beta™ and create innovative new works yourself and share your innovations with others and even commercialize them.

	 

	OpenSpace Beta™, the open-source OpenSpace Beta timeline, events, rules, roles, meetings, consulting techniques and related documents are published under the Creative Commons Attribution Share-Alike license. This license is an open source license: Under this license, you are strongly encouraged to innovate by freely developing applications based upon OpenSpace Beta.

	 

	About the license Attribution ShareAlike – “CC-BY-SA”: This license lets you remix, tweak and build upon OpenSpace Beta, even for commercial reasons. In so doing, you agree to:

	- credit the original authors, Silke Hermann and Niels Pflaeging and

	- provide our specified link to the source material, as listed below and

	- license your derivative creations to others under the identical terms.

	 

	Specifically, you must provide and prominently display the following link with any and all derived works and included as part of all related graphics you develop: “This work is derived from OpenSpace Beta©, an open source culture technology published under the CC-BY-SA-4.0 license and found here: www.openspacebeta.com”

	 

	 

	OpenSpace Beta and the underlying Prime/OS are open source social technologies. Remix & tweak them. Build upon them! Then share again!

	 


Bye-bye coercion, hello engagement! The Why of OpenSpace Beta

	 

	Mandating reduces engagement. Invitation and opt-in participation increase it. Engagement is essential for rapid and lasting Beta transformation. OpenSpace Beta, consequently, is consistently based on invitation, instead of mandating specific Beta practices.

	 

	Prescribing practices makes no allowance for what people want, what they think, or what they feel. Prescription kills engagement: The intelligent and creative people who do the work will “check out” and disengage.

	 

	People doing the work in organizations today are well-educated. They were hired for a reason – usually because they are intelligent, qualified and capable. Such people resist imposition of change (not the change itself!), but they often will not articulate their views. Instead, they may either ignore directives (‘internal sabotage’) or walk away completely. Corrective notions of “improving communications” and “achieving better buy-in” completely miss the point: What is needed is to invite the relevant workforce to co-create the organization´s development together, as a collaborative iterative effort, with everyone’s perspective valued.

	 

	How can we invite a whole large organization to co-create change at scale? It can only work through an approach based on consistent self-organization, within a framed structure of iterations and intentional intervention on all levels of the system, which fully engages the relevant workforce constructively throughout all of the work. This is achieved by applying the principles of OpenSpace Technology at the beginning and the end of the timed iterations, combined with the principles of the BetaCodex.

	 

	The OpenSpace Beta pattern calls the Sponsor to: 

	 

	- Explain the case for transformation, or for moving in the Beta direction. Explain the challenges the business is facing in terms of competition, pricing pressure, organizational effectiveness, etc.

	 

	- Make it clear the organization will embrace Beta principles. 

	
- Explain that specific practices have not been determined.

	 

	- Invite everyone involved into the process of writing the Beta transformation story. Communicate clearly that the managers do not have all the answers and that they are looking for the very best ideas to make the move to Beta genuine, rapid and lasting.

	 

	- Make it plain that the organization will work with a wide array of Beta practices. The results of each intervention on the system (or “Flip”) will be inspected to determine whether to continue the specific practice. If a practice does not meet the needs of the team or the organization, it can be changed or discarded. The teams are even free to “roll their own” practices. The only constraint is that the practices must align with the BetaCodex.

	 

	By adopting Beta principles this way, the people doing the work have a strong sense of control, belonging and purpose. They engage.

	 

	You do not get to self-organization through method that relies on imposition. If you want to create a truly great and truly high-performing organization, there is no way around Beta, or disciplined self-organization. To get to Beta, in turn, you need an approach to transformation that itself is coherent with BetaCodex principles (chapter The BetaCodex) too.
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