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The Human Engineering
of Analog Protocols

An architectural blueprint for collective power,
political realism, and organizations that don't rot.

Adapted from Fuducia fondativa by Ferruccio Zamuner.
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The Lexicon is Technical. The Execution is 100% Human.

We borrow terms like “protocol,” “primitives,” and “interfaces” from IT strictly for
conceptual precision. This system is the exact opposite of an automated digital algorithm.

A physical notebook or ledger.
Meeting minutes.
A double-signature requirement.

Repository
Decision Trail
Security Presidio

Il

Technology is an optional aid. Transparency is the mandatory infrastructure.



Political Realism: The Machiavellian Mirror

Both frameworks reject moralism and accept that power cannot be eliminated,
only managed. But their end goals are exactly inverted.

MACHIAVELLI THE PRINCE ANALOG PROTOCOL: DECENTRALIZED DEFENSE

l THE GOAL
The Prince: Acquire and Analog Protocol: Prevent /
maintain centralized power. the concentration of power /s
and defend collective Q_ Y
sovereignty ([ l___:__'"‘:.—‘*.-"r
A
N7 THE MECHANISM AT D / ;
The Prince: The Analog Protocol: <L; Q’
physiology of The engineering of *\ |
top-down control. bottom-up defense. ‘\\.' @ :\‘>
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THE HUMAN PREMISE \l
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The Prince: People are fickle; Analog Protocol: People aren’t saints;
/ manipulate them. ask them to work in the clear,
and the structure does the rest.




The Facade of Horizontality & The Hidden Oligarchy.

Declaring an organization “structureless” does not eliminate structure;
it merely makes it invisible and incontestable.

Structureless / Horizontal
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The Iron Law of H;@ L "W Assembly Steering:

Oligarchy (Michels): _
The structural tendency asymmetric

for power to concentrate information, EHFI :

is universal. Statutes : procedural ambiguity
can slow it, not abolish ’& Ghost Delegation (Delega Fantasma): Authority used to control

it by decree. * exercised as if mandated, but the mandate ‘horizontal’ decisions.
is unverified and un-revocable.

Pre-agreements,




Trust is an Infrastructure, Not a Sentiment

Trust is not a moral feeling you demand at the door; it is an emergent property of verifiable processes.
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them to work in the clear.

ask its members to be
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The Four Dimensions of the Trust Infrastructure

TRACEABILITY &

CONTESTABILITY

Every decision leaves a
document trail (who proposed,
supported, contested).

Anyone absent can reconstruct
the process without asking
someone who was there.

TREATMENT OF
INACTION

Not deciding is a decision.
Postponements must be
tracked, motivated, and
attributed to prevent ghost
delegation by omission.

CALIBRATION TO
REVERSIBILITY

The speed of the decision
protocol must match the
weight of the outcome.

PRACTICED
TRANSPARENCY

The organizing principle.
Transparency applied to daily
mechanics, not just promised
in a manifesto.
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Decision Calibration: Matching Speed to Gravity

The cost of control is a design parameter. A heavy control that everyone evades is worse than a light control that is inescapable.

Y-Axis: Reversibility
(Highly Reversible -> Irreversible)
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Local / Reversible
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| : High right to fail.
|
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Fast & Autonomous

Over-caution here kills trust.
(e.g., Changing a meeting day).

Heavy Protocol

Local / Irreversible

e.g., Expelling a member.
Requires broad protocols
despite local scale.

Broad / Irreversible

documented dissent.

Slowness is a feature. Requires
multiple voting stages and

.(e.g., Public alliances, electoral lists).

Emergent Alignment
Broad / Reversible

Broad but flexible. Allows for
large-scale coordination with
the ability to pivot.

(e.g., Adopting a new
communication platform).

X-Axis: Scale of Impact (Local Circle -> Entire Federation)

The cost of control is a design parameter. A heavy control that
everyone evades is worse than a light control that is inescapable.
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The Protocol Inversion: Constitutive Subsidiarity

Traditional Holacracy is a top-down Sim il
. . . . . e "'--..._‘_ # A\
constitution distributing power from ALRER
a central purpose. This protocol - l/ ' " CIRCLE |
inverts the flow. 7 (Femporany) =777
% i
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ANCHOR
CIRCLE

We do not adopt a
constitution; we run
an interoperability
protocol.

Constitutive Subsidiarity:
Higher organizational levels
do not pre-exist. They

form through aggregation
only when lower levels
recognize a shared
need. People
associate to solve
concrete local
problems, not to
serve abstract
ideologies.
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The Five Primitives of the Protocol

Common language for proposals and
tensions. A node that cannot “speak”
transparency isolates itself automatically
by design, without needing punishment.

Finding compatible allies
without centralized registries.

[PROPAGATION]

)

Y

Tracing the genealogy of shared

| practices across the network.

[FEDERATION]

<2

Explicit rules for merging nodes
while maintaining autonomy.

[NON-CAPTURE]

Defense mechanisms preventing
any single node from
monopolizing the protocol.
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Human Sensors & The Power of Weak Ties

Growth relies on members acting as social sensors in their existing environments (Granovetter's theory).

Filtering by Revealed Behavior. You don't build a central registry of self-declared activists. You find affinity
based on what people actually do in shared spaces.

Osmotic Activators. Members naturally carry practices from the organization into the world, and bring
external signals back, filtering through lived experience rather than ideological surveys.
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The Architecture of Dissent: System Plasticity

Repressing dissent creates clandestine factions. The protocol requires institutionalizing it via
autonomous experimental spin-offs.

The Rule of Metrics: Spin-offs must declare success/failure metrics before starting to
ensure falsifiability.

1. Re-convergence: < V0
Experiment yields data, meq—@
rejoins the main circle. & 3 o

7= O, 3. Conflict:

N
Painful, but survivable \ ‘(/
because the structure
AR

anticipates it.

Hidden
Factions

Experimental
Spin-off
(Sottocerchi) 3 |

2. Civil Separation:
Mutual recognition
of distinct paths.

/A\ The Rule of Metrics:
Spin-offs must declare

success/failure metrics
before starting to ensure
falsifiability.
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Leadership Typologies: Ambition as a Resource
Ambition is the desire to leave a mark. Good structures don’t suppress it; they force it to

operate in the clear.

"Rhetorical Leadership
(The Threat)

e Relies on opacity.
e Controls the narrative.

e Avoids verifiable metrics to
prevent exposure.

e Thrives in structurelessness.

Functional Leadership
(The Asset)

e Acts as an accelerator.
e Welcomes pre-declared metrics.
e Withstands public scrutiny.

e Submits to the same transparency
protocol as every member.
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The Ultimate Relief: The Comfort of Dispensability l

The hallmark of a healthy analog protocol is Prescindibilita del singolo—the systemic
reality that no single person is indispensable.

Toxic Systems: Create
personal networks of
dependency where
absence triggers crisis.

I\ ¢ Engineered Systems:
L \\ | Distribute custody of the
| 4 | workflow.

Takeaway: Dispensability
is not devaluation; it is the
removal of activist anxiety
and the ultimate defense

against hostage-taking by
charismatic individuals.
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Economic _Sovereignty & The Danger of Percolation

Mutualism is the base. Chasing external grants often hollows out sovereignty because
the organization inherently reshapes itself to please the funder.

The Threat of Empty Spaces
If an organization leaves |
back-office functions empty, ___ ¥V __

external lobbyists and
funders will percolate
through the cracks to

fill them.
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!~ External Funding / Grants

The Fix: Professionalized

Back-0ffice

A qualified, fairly compensated
| | = /. secretariat paid by the
="/ —\\I®))/ collective ensures the

\‘ N/ organization thinks for itself.
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The Organization
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The Layers of
The 3 Security Layers

1. Continuous Presidios: Built-in architecture (e.g.,
Traceability). Low cost, impossible to evade.

2. Gates (Varchi): Checkpoints for heavy decisions.
Costly, used deliberately.

3. Alarm Thresholds: Pre-set triggers that fire
automatically to remove the burden of
whistleblowing.

The Aha Moment

You cannot directly measure trust. The ultimate,
observable signal that this infrastructure is working

Is simply un-coerced loyalty: people who could
leave, but choose to stay, return, and bring ntherj
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