The Hidden
Architecture
of Collective
Cognition

A long-lived community can
remember, deliberate, and decide
as a coherent mind, with
capacities no member has and a
life that outlasts any of them.

We call this a Group Brain.

We barely understand the minds

already running our infrastructure.

It is time we did.
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The Goal: Augmenting human intellect
and deliberately raising a group’s
Collective 1Q.

DKR
T (Dynamic Knowledge
HgpgsTian) The Machinery: The DKR—a living

body of knowledge where a group’s
intelligence, dialogue records, and
finished products are maintained
together continuously.

The Distinction: A DKR is not an
Settled archive. It is load-bearing for a
Products group's current operation, steering,
and self-repair.

M Gemini Notebook



The Missing Unit of Cognition

Engelbart meticulously defined
the knowing. He never
specified the knower.

The Flaw

Collective IQ
measures the
thinking but never
dictates who is
doing it.

The Reality

Without an
autonomous,
defined boundary
(a membrane), a
DKRs just a
repository.

The Missing
Membrane

The Requirement

Groups need
membranes of their
own. Only when
coherent groups can
define their collective
edge can a group
brain emerge.
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_ Defining the Group Brain

Excludes the project

team, the committee,

and the three-day
workshop. The
group survives Its
own turnover.

Non-coercive
belonging. You
joined, and you
can leave.

(Excludes the state).

&
A group brain is a durable

- human collective that

Excludes the hive,
the market, and
the crowd.

Markets aggregate;
hives coordinate.
Neither means
anything by it.

remembers, learns, deliberates, -

and decides as a coherent -
mind, with capacities no single
member has, and a life that

- outlasts any of them.

Excludes mere
conversation. A
mailing list can run

for 20 years and never

arrive at a position
the group holds.

[
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Pillar 1:
Making a Mind

Knowing Substrate: How
distributed individual knowing
becomes shared knowing.

Memory Substrate: Where
knowledge persists when
nobody is thinking about it.

Decision Protocol: How the
group commits to something.

Output: What the group
actually produces.

The Anatomy of a Collective Mind

How do we measure and design these entities? We map them across 12 specific dimensions.

Pillar 2:
Keeping It Alive

Boundary: Who is inside, and
how does anyone know?

Continuity: How it survives the
loss of every current member.

Legibility: Can a newcomer
find out how it works without
being told?

Capture-Resistance: What
stops a faction or funder from
taking over.

Pillar 3:
Placing It in the World

Place-Rootedness: Is it local
or deliberately portable?

Scale: How many people?
Does it work at both ends?

Hybridization: What, if
anything, is the machine’s
role?

Longevity: How many
generations has it run?
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The Diagnostic Matrix: Memory Alone Does Not Make a Mind

SuMbesthrIayte Sﬁgg.’ifgge Boundary Decision
[RERTETE Deiracthri:cek/er Sens]erogi L Sg}:deggie/ coﬁggﬁgus RugEion:
Wikipedia | Edit history | TelK Pages+ | Open / | Continuous | i
Jerry's Brain Perfegc];ca;nhanual N/A (One ND/EAI ) N/A e

Flawless on- Purchasable | Coin-weighted
DAOs chain record z token balance vote _

Takeaway: Decentralized autonomous organizations built a flawless
recording mechanism but entirely forgot the knowing substrate.
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Specimen 01: The Internet
Engineering Task Force (IETF)

The protocols routing essentially every packet on
earth are governed by a body that takes no votes
and has no formal membership.

The Soft Membrane (Contribution):

There is no membership in the IETF. Anyone can join a
mailing list. Openness at the perimeter is survivable
because there is structure everywhere behind it.

The Hard Membrane (Allocation);

The edge hardens strictly where something scarce is
allocated. Eligibility for leadership selection requires

demonstrated participation computed from a record

(attending 3 of the last 5 meetings).

Group Proprioception:

= | Continuous, distributed attention. Off-topic material is
not suppressed; it is actively routed to the correct
internal organelle.




The Secret Mechanism: Stigmergy + Deliberation

The Deliberative Layer
(Sense of the Room)

The Stigmergic Medium
(Archive / Traces)

Termites build without a plan using stigmergy—coordinating
through traces left in a shared environment.

Human institutions with group brains wrap a stigmergic

medium in a deliberative layer. We argue over the traces
before accepting them into memory.

The Quakers: The “Sense of the Meeting.” The minute is written and
approved in the meeting—no gap between decision and record.

The IETF: “Rough Consensus.” The archive captures thinking and
disagreement, not just conclusions.
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The Bottleneck of Cognitive Labor (H-LAM/T)

/ Arguments,
rxy, History,

Threads

Engelbart’s framework was H-LAM/T:
Human using Language, Artifacts, and
Methodology in which they are Trained. i

. <— Human Integration Labor

\/

The software was never the expensive part.
The bottleneck is the job of integration:
e Summarizing six months of argument
for a newcomer.
 Noticing that two threads are about the

same disagreement.
 Routing the work to the place it belongs.

Community
Decisions

Currently, only well-funded professional classes (like the IETF) can afford to pay humans to maintain this shared understanding.
A society that can only afford collective memory for its professionals makes a decision about whose knowledge persists.
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The Catalyst: Al as Integrator, Not Decider
Artificial Intelligence fundamentally changes the | /
cost structure of the machinery of knowing. \\ | /_)

Agents Augment, Never Automate:
Al does not join the group brain. It casts no votes.
It holds no standing.

G-.\@
AL
T./é

The Integrator Role:

Al summarizes the decision trail, flags duplicated
efforts, surfaces historical objections, and
maintains the map of where things live.

The Safeguard:
Every output prepared by an agent must be
returnable, contestable, and visibly wrong-able by
the humans whose group it is.

k111118

R2222

The cost of collective memory drops to
near zero for everyday communities.
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The Essential Membrane: Identity Protocols

Integration is now cheap, but a group brain cannot survive
if it cannot hold its own edge independent of platforms.

|dentity Protocols

."-.ff.
The Prerequisite The Breakthrough The Result
A group brain does not work unless individual identity is New decentralized identity protocols finally allow A community can have a membrane it defines itself,
right—contributions must be attributable, standing must groups to state their boundaries in a machine-readable allowing one group to be recognized by another without
survive employer changes, and the person speaking format. either surrendering to a centralized platform.

today must be the person who spoke last year.
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The Alignment Shift: Align to the Process

The Unsolvable Problem: “Align to Humanity” is The Solvable Problem: We must align to the

impossible. Humanity is too large and abstract; process of a durable, bounded group.
nobody has ever met it. Aligning to the individual is

just amplifying one person’s reach.

“Mechanisms for durable mixed human-Al institutions remain unsolved.” (Evans, Bratton, Agiiera y Arcas, 2026)
We can solve this by giving Al agents a legible, machine-readable group boundary to align to.
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Place-Based
Group Brains

We historically bought global scale and paid in
local place. Impersonal prosociality built
standards bodies and corporations, but left
neighborhoods behind.

# The Return to Place: With cheap Al
integration and protocol-based boundaries,
we can finally root what we have.

# The Vision: A watershed council that holds
forty years of observation across the
people who came and went. A neighborhood
that remembers why the creek was
culverted and what it cost.

The Goal: Humans aligned with the places
they live, supported by a group that holds
what it knows about that place across
multiple human attention spans.
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The Next Buddha May Take the Form of a Community

Underneath every
high-performance collaborative
community of the future
will be a high-performance
group brain.

We finally have the
protocols to define our
boundaries, and the agents
to integrate our histories.

We finally have the
protocols to define our
boundaries, and the agents
to integrate our histories. It
IS time we build the minds
that will run the next era of
our infrastructure.
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Read the full essay: Group Brains: Minds Made of People
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