
UBINODES

OUR STORY.
How a decentralised network rewrote the way companies go 

international.

International Business · Decentralised Consultancy · Market Entry

ubinodes.org

Published under the European Union Public License, v1.2 (EUPL-1.2).



Part One

WHO WE ARE.
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01. The Birth of Ubinodes.
The  story  of  Ubinodes  begins  far  from where  we  are  today  — in  both 

geography and vision. Our roots trace back to a company called Six Aviation, 

an aviation importing business founded in 2007 in New Zealand and built 

upon  decades  of  industry  experience.  Back  then,  our  work  focused 

exclusively  on  aviation:  we  developed  business  strategies,  conducted 

regulatory research, and helped manufacturers navigate entry into foreign 

markets across New Zealand, Australia, and the wider Asia-Pacific region. 

Many  of  our  early  clients  were  small  aircraft  manufacturers,  propeller 

specialists, and avionics providers who needed tailored local strategies to 

succeed  internationally.  Over  time  our  reach  expanded,  fostering 

partnerships  across  the  United  States,  the  United  Kingdom,  Germany, 

France, and beyond.

But  while  aviation  was  our  original  field,  we  soon  discovered  that  our 

approach — meticulous research, hands-on execution, and deep cultural 

understanding — could be applied to far more than aircraft and airfields. Our 

work  began  to  span  adjacent  industries:  renewable  energy,  healthcare 

logistics, consumer goods. The success of these crossover projects revealed 

a broader demand. International companies were not just looking for advice; 

they were looking for reliable, local operational support to break into new 

markets and build trust in unfamiliar regions.

That realisation gave birth to a more ambitious idea. Rather than remain an 

aviation consultancy with some flexibility, we chose to become a platform that 

could serve any industry seeking to expand globally — without unnecessary 

overhead or local incorporation. That idea became Ubinodes.

The change from Six Aviation to Ubinodes was not simply a new name. It 

marked  a  pivot  in  both  mindset  and  mission:  from  a  sector-focused 

consultancy to a globally scalable business-development engine, capable of 

helping  manufacturers,  service  providers,  and  innovators  enter  complex 

markets with speed and precision.

The transformation also demanded a new structure. Instead of relying on one 

central  team  to  manage  everything,  we  developed  a  system  of  agile 

collaboration between a small core team and a global network of independent 

professionals  —  our  Nodes.  Our  Nodes  are  not  franchisees  or  loosely 
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affiliated agents. They are carefully selected, trained, and deployed to act as 

trusted extensions of the client’s own operations, offering more control and 

continuity than traditional intermediaries such as agents or distributors.

Looking  back,  the  evolution  of  Ubinodes  was  not  accidental  —  it  was 

inevitable.  Our  clients  pushed  us  to  grow  beyond  aviation.  Our  results 

encouraged us to formalise what we were already doing instinctively. And the 

market gaps we kept finding made it clear that no one else was offering this 

kind of service with the same transparency, flexibility, and strategic depth.

Ubinodes was born out of aviation, but built for global ambition. We did not 

just  change  industries  —  we  set  out  to  rewrite  how  companies  go 

international.
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02. Technology — Our Major Driver.
At the core of Ubinodes lies a deep commitment to technology — not as a 

buzzword, but as a real-world enabler of efficiency, scale, and trust. From our 

earliest projects we understood that breaking into a foreign market takes 

more than a good product or a local contact. What businesses needed was a 

system,  backed  by  technology,  that  could  ensure  transparency,  data 

consistency,  and seamless coordination across borders.  Technology has 

never been a side feature of Ubinodes; it is the backbone.

Our  use of  technology began with  simple  collaborative  tools  to  manage 

communication  between  Nodes  and  clients.  It  quickly  evolved  into  a 

dedicated dashboard that lets clients track, in real time, what their assigned 

Node is doing — whether visiting a supplier, gathering pricing intelligence, or 

verifying  product  packaging.  This  gave  clients  a  level  of  visibility  and 

accountability  that  was  previously  unheard  of  in  international  business 

development.  Every  step  is  visible,  measurable,  and  shareable:  local 

competitor audits, translated compliance reports, sales-lead feedback from 

the field.

Technology also lets us scale without sacrificing precision. Instead of building 

physical offices in every country, we use cloud-based tools to run global 

operations, train our Nodes, and quality-check deliverables. We can onboard 

a  new  Node  in  under  forty-eight  hours,  localise  their  materials,  assign 

workflows,  and collect  data  in  formats  that  allow immediate  comparison 

across regions. A client exploring five new markets at once can treat them 

not as five separate ventures but as a single, coordinated expansion plan, 

bridging time zones and languages with the same speed and control they 

would expect at home.

We treat data with the seriousness it deserves. Clients receive structured 

updates and gain access to analytics that  guide real  decisions.  A brand 

testing  three  price  points  in  a  new  market,  for  example,  can  review 

aggregated feedback from multiple Node visits, complete with photographic 

evidence and contextual analysis.

What sets us apart is that we use technology to enhance human intelligence, 

not  to replace it.  We do not  flood clients with raw data from automated 

dashboards.  Our  systems  are  designed  to  structure  and  interpret  what 
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matters — feedback from a meeting with a distributor, or an alert about a 

coming change to import rules. As we grow, we continue to invest in our 

digital  infrastructure,  from smart  document  tagging  to  AI-assisted  report 

generation (always disclosed transparently when used), with every layer built 

to support clarity, consistency, and accountability. But we remain committed 

to human-centred operations: our technology exists to support real-world 

decision-making, never to substitute for it.

For Ubinodes, technology is not a trend. It is the driver that turns market entry 

into a managed, intelligent, and repeatable process — every single time.
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03. Our Vision.
The digital  transformation of business has redefined global trade, raising 

expectations  for  transparency,  security,  and  efficiency.  Yet  as  digital 

platforms have advanced, many organisations still struggle with complexity, 

integration,  and the practical  adoption of  new technology.  Ubinodes was 

established to meet these challenges head-on.

Ubinodes stands as a scalable, adaptive platform for information exchange 

and  collaborative  project  management.  Our  infrastructure  supports  the 

development  and  delivery  of  verifiable,  globally  consistent  consultancy 

projects,  empowering  both  consultants  and  clients  through  transparent, 

consensus-driven processes. We recognise the difficulty manufacturers face 

in accessing expertise and controlling consultancy costs — and our aim goes 

beyond easing those pains. We want to build a network that delivers genuine 

value to clients and consultants alike, driving organic, sustainable growth for 

everyone who takes part.

This is a deliberate departure from centralised, top-down consultancy. Rather 

than pull  expertise into a head office and sell  it  back out,  we empower 

independent professionals to contribute their skills wherever they are. Rather 

than reward zero-sum competition, we build a culture of shared success, 

where workload is distributed and the best outcome for the project comes 

first. The detail of how this decentralised model actually works — how teams 

form, how decisions are confirmed, how trust is maintained — is the subject 

of Part Two.

Ubinodes is built on openness, transparency, efficiency, and collaboration. It 

is,  at  heart,  a  living  and  evolving  knowledge  network:  one  that  raises 

standards,  advances  ethical  business  practice,  and  is  built  to  reshape 

international business consultancy for the better.
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04. Definitions of Key Terms.
Node. A Node is the foundational element of the Ubinodes network — any 

active participant involved in business processes and project delivery. Nodes 

may be consultants,  clients,  specialists,  or  any contributor  taking part  in 

engagements,  information  exchange,  or  collaborative  work.  Each  Node 

contributes its own expertise, helps validate project steps, and keeps a record 

of  its  involvement.  We  deliberately  chose  “Node”  over  “agent”  to  avoid 

confusion with commission-based roles, and over the more generic “party,” 

which usually  refers to outside entities.  Nodes take on defined roles for 

specific projects, forming a dynamic, project-based network.

Oracle. An Oracle is a specialised participant or service that verifies and 

reports on the occurrence of specific project milestones or external events. 

Oracles help ensure that agreements are fulfilled according to clearly defined 

conditions — confirming the delivery of goods, verifying compliance during 

an  inspection,  or  certifying  that  criteria  have  been  met  before  a  stage 

proceeds. They provide trusted, independent information to the network, and 

may be internal to Ubinodes or external partners, depending on the project.

Party. A Party is an external entity that interacts with the network without 

forming part of its structure — logistics providers, storage facilities, suppliers, 

and  other  stakeholders  engaged  for  specific  tasks  or  periods.  Their 

involvement is governed by the terms of the project at hand, ensuring every 

interaction meets the required standards and legal frameworks.

Engagement. An Engagement is a unit of agreed work exchanged within the 

network — the provision of a service, the delivery of goods, or the transfer of 

data, information, or value between two or more participants. Engagements 

are the building blocks of activity across Ubinodes.

Witness. A Witness is a neutral observer responsible for monitoring and 

validating  the  execution  of  key  project  steps  or  agreements.  Witnesses 

uphold  transparency  and  accountability  by  quietly  overseeing  a  process 

without intervening, while remaining empowered to raise questions or request 

clarification. This role is central to maintaining trust and confirming that all 

participants meet their obligations.
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05. Overview of the Industry Market.
A comprehensive study by FedEx highlights a striking trend in international 

trade: 62% of European manufacturers do not currently export, often resulting 

in missed revenue and, on average, a loss of around €647,000 per company 

each year. Notably, 49% of these manufacturers say they intend to expand 

into global markets — but many lack the support and strategic guidance to 

do so effectively.

This  gap creates  a  substantial  opportunity  for  a  platform like  Ubinodes, 

designed to connect manufacturers and consultants, streamline international 

business, and provide practical solutions for growth. Early engagement with 

potential clients has already revealed strong demand for expert partners who 

can drive efficiency, compliance, and innovation in global expansion.

Our network is built to serve a broad spectrum of clients, from established 

enterprises to  first-time market  entrants,  all  seeking reliable  expertise  to 

navigate the complexities of international trade. The prevailing industry is 

often defined by rigid, long-term contracts that limit flexibility and slow the 

adoption  of  best  practice.  Ubinodes  offers  an  agile  alternative,  where 

consultants  deliver  targeted  micro-services  and  rapid  problem-solving 

tailored to each client’s needs.

By  operating  as  a  fully  digital,  open,  and  collaborative  infrastructure, 

Ubinodes enables seamless knowledge sharing, efficient resource allocation, 

and  real-time  collaboration  —  in  stark  contrast  to  traditional,  closed 

consultancy models that can stifle innovation and limit access to specialist 

expertise. From launch, consultants gain a comprehensive suite of digital 

tools that support their autonomy and amplify their ability to deliver value 

globally.

What truly differentiates Ubinodes is the power of its distributed, community-

driven approach. Interactions across the network generate a rich exchange 

of insight and best practice that continuously raises the quality of service. 

Rival platforms find it difficult to match the depth and breadth of expertise 

within the Ubinodes community, fuelled by global recruitment and a diverse, 

ever-growing membership. In short, Ubinodes sits at the forefront of a new 

era  in  consulting  —  redefining  standards  through  openness,  digital 

innovation, and a commitment to collective success.
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06. Challenges and Issues Addressed.
Consultancy and freelancing have proven their value across many sectors, 

yet their full potential remains largely unrealised in international business. 

Despite  rapid  digital  transformation,  highly  distributed  consulting  — 

especially for complex, cross-border projects — is still underused. Today’s 

landscape faces a number of persistent challenges.

Lack of standardisation. Many consulting networks lack uniform practices 

and shared data protocols.  Each consultant keeps separate records and 

processes, which disrupts the flow of information during collaborative projects 

and makes seamless integration and cross-project development difficult.

Inefficiency. Traditional,  centralised  models  depend  on  a  single 

administrative  hub  for  processing,  approvals,  and  authentication.  As  the 

volume and complexity of projects grow, that hub becomes a bottleneck, 

causing delays, slower delivery, and lost efficiency.

Escalating  costs. Centralised  consulting  organisations  carry  significant 

infrastructure  and management  expenses,  from server  maintenance and 

cloud services to administrative staff. As the network grows, communication 

and operational costs rise with it — and usually translate into high fees for 

clients.

Security vulnerabilities. Centralised networks concentrate risk: a breach of 

a single server or system can affect everything connected to it. Consultants 

and tools can be especially exposed in regions with inconsistent regulation 

or  weaker  legal  protection,  and  incidents  can  spread  quickly  across 

interconnected providers.

Privacy risks. Many traditional networks require users to submit and store 

extensive personal and business data, the sensitivity of which is often only 

recognised after a breach. Consulting work frequently involves confidential 

commercial,  financial,  or  strategic  information,  making  secure  handling 

essential — and centralised storage increases the risk of violations from both 

external and internal threats.

Complexities  of  cloud  services. As  reliance  on  cloud-based  services 

grows, so does the challenge of managing and protecting large volumes of 

data. Major providers collect and monetise user data at scale while promising 

to safeguard privacy, and their centralised security approaches are often ill-
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suited to flexible, modern consulting networks — raising further concerns 

around data sovereignty, surveillance, and regulatory compliance.



Part Two

HOW WE WORK.
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07. Multi-Party Agreements and 
Validation.
In the Ubinodes network, agreements are structured so that no single party 

can  act  alone.  Every  engagement  requires  the  approval  of  multiple 

independent parties before a milestone is accepted and the corresponding 

stage is signed off. This shared approval reduces the risk of fraud or unilateral 

action, and gives all stakeholders confidence in cross-border and remote 

work.

There are two primary arrangements used within Ubinodes.

Scenario 1: Three-Party Agreement.
This arrangement involves three participants: the buyer (client), the seller 

(consultant), and a neutral witness. For a milestone to be accepted and the 

stage signed off, at least two of these three parties must give their approval, 

reaching the required approval threshold. This “two of three” system means 

that no single party can unilaterally complete an engagement on its own. The 

presence of  a neutral  witness adds a further  layer  of  accountability  and 

impartiality, which is especially important while trust is still being established 

between client and consultant.

Scenario 2: Four-Party Agreement (with Oracle).
In this configuration, four participants are involved: the buyer, the seller, a 

witness, and an oracle (an external validator). Here the agreement requires 

a “two of four” approval threshold, with one special condition: both the oracle 

and the witness must approve. The inclusion of an oracle introduces an 

independent source of validation, which is particularly useful for verifying 

tangible  outcomes  such  as  the  physical  delivery  of  goods,  regulatory 

compliance, or the objective completion of service milestones. This setup is 

valuable for high-value, cross-jurisdictional, or complex projects, providing an 

added safeguard against misunderstandings or disputes.

By  using  these  multi-party  arrangements,  Ubinodes  ensures  that  an 

engagement only advances when there is demonstrable agreement from 

several independent parties, greatly increasing trust for all users. Through 

trusted witnesses and professional oracles, Ubinodes builds a secure and 
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transparent environment for business collaboration within its decentralised 

network.  This  layered  validation  process  minimises  the  risk  of  disputes, 

ensures fair outcomes, and upholds the platform’s commitment to integrity 

and trust at every level.

Witnesses.
Witnesses are central to the Ubinodes engagement process. Selected at 

random from a pool of vetted volunteers within the network, witnesses act as 

impartial overseers of agreements. Unlike consultants or clients, witnesses 

do not receive direct monetary compensation for their work. Instead, they are 

rewarded with enhanced voting rights, which increase their influence within 

the Ubinodes organisation and give them a stake in maintaining the platform’s 

integrity. If a witness fails to provide accurate validation, acts dishonestly, or 

is found to be inactive, they may be replaced by the next eligible witness in 

the pool — ensuring that only active, trusted parties take part in validation. 

Their impartiality is reinforced by the fact that they hold no interest in the 

outcome; their sole objective is to maintain honesty and transparency within 

the network. Witnesses may validate a wide variety of agreement types, both 

financial  and  service-only.  Location  is  not  a  limiting  factor:  so  long  as 

witnesses can access the necessary communications and documentation, 

they can provide oversight regardless of where the parties are based.

Oracles.
Oracles  operate  differently  from  witnesses.  They  are  third-party  service 

providers whose role is to validate tangible occurrences, such as delivery, 

quality  assurance,  or  regulatory  events.  Unlike  witnesses,  oracles  are 

financially compensated for their work, based on a prior agreement between 

themselves and the requesting parties. Oracles act as local or specialised 

validators  and  are  discovered  through  Ubinodes’  self-discovery  process, 

ensuring they meet the platform’s expertise and integrity requirements. Their 

use is particularly beneficial where independent, technical, or on-the-ground 

verification is needed to confirm the completion of a milestone.

Transaction Validation.
Completeness. Both  witnesses  and  oracles  take  part  in  validating 

engagements,  especially  where a multi-party  agreement  is  in  use.  Their 
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involvement ensures two key properties for every engagement. If a statement 

of work is accurate and the work has genuinely been completed as agreed, 

an honest verifier — whether a witness or an oracle — will be able to confirm 

its validity,  so that  a stage is only signed off  for  legitimate, satisfactorily 

completed work.

Soundness. In many cases an agreement will specifically require validation 

by either a witness or an oracle before a stage can be signed off.  This 

strengthens the reliability of every engagement and gives users confidence 

that each one is closely monitored and objectively evaluated.
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08. How a Decentralised Organisation 
Works.
Most companies are built like a spider. There is a head, and the head is in 

charge. The legs do only what the head tells them. Cut off the head and the 

spider dies, because the body cannot survive without the centre that directs 

it.

Ubinodes is built like a starfish. A starfish has no head and no central brain. 

Its abilities are spread across the whole body, so cut off an arm and not only 

does the starfish carry on — the severed arm can grow into a whole new 

starfish. There is no single point whose loss would stop it. This is the heart of 

how we operate, and it explains why we can work across many countries at 

once, absorb change, and keep delivering when a conventional firm would 

stall.

This chapter explains how that works, in three parts: what we believe, how 

we are built, and how we work from day to day. At the end, for readers who 

want it, we add a short note on the theory behind the design.

What We Believe.
We believe that the best expertise in the world is not sitting in one head office. 

It is distributed — spread across people in different countries, cultures, and 

time zones, each with first-hand knowledge of their own market. A traditional 

consultancy tries to pull that expertise into a central building and sell it back 

out. We think that is the wrong shape. It is slow, it is expensive, and it loses 

the very local insight that makes the expertise valuable in the first place.

So we organise as a network of equals rather than a pyramid of managers. 

Each participant — we call them Nodes — is an independent professional, 

not an employee waiting for instructions. What holds the network together is 

not a chain of command but a shared set of principles: how we communicate, 

how we treat one another, and the standards we all agree to uphold, as the 

rest of this chapter sets out. These shared principles do the job that rules and 

supervisors  do in  an ordinary company — but  because each Node has 

chosen them rather than been handed them, they tend to be honoured more 

faithfully, not less.
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This is also why we keep our working groups small. A small group stays 

personal: everyone knows everyone, everyone pulls their weight, and trust 

forms quickly. When a group grows too large, that bond weakens and people 

start to fade into the background. We would rather run many small, committed 

circles than one large, anonymous crowd.

How We Are Built.
The network is built from a single building block: the Node.

A  Node  is  any  independent  participant  in  the  network  — most  often  a 

consultant, but also the clients, specialists, and partners who take part in a 

project. Each Node is autonomous. It holds its own expertise, manages its 

own work, and is responsible for its own conduct. There is no central office 

issuing orders; there is a network of Nodes choosing to work together.

The elegant part is that a Node is not always a single person. When several 

Nodes come together to serve a client, the team they form behaves, to the 

outside world, as a single Node. We have a name for this: an Ad-Hoc team 

— a team assembled on the spot for one specific project. The client deals 

with one coherent entity, while inside that entity a handful of independent 

experts are collaborating. So the same word — Node — describes both an 

individual expert and a whole team, depending on where you stand. Look at 

it from the outside and it is one unit; look inside and it is a group of people 

working as one. Every part of the network has these two faces at once: it is a 

whole in itself, and a part of something larger.

Within an Ad-Hoc team, members take on simple, practical positions rather 

than ranks:

• One or more Nodes act as the point of contact with the client — the 
visible face of the team. This is a coordinating position, not a position of 
authority. Its job is to carry information in and out, not to give orders.

• Some Nodes are dedicated to a single project.
• Others contribute to several projects at once, carrying expertise and 

lessons learned from one engagement to another.
No one position sits above the others. The coordinator does not outrank the 

specialist; they simply hold different responsibilities for the duration of the 

work.
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How We Work, Day to Day.
Teams find themselves. When a client need arises, there is no manager 

who assigns people to it. Instead the right Ad-Hoc team assembles itself 

through a process we call self-discovery. It begins with whoever takes up the 

work — the initiator — and branches outward, like a tree growing from a root 

towards its leaves, as each person reaches out to the others whose skills the 

project needs. Those connections, repeated across thousands of projects, 

weave the network into a living mesh: a constantly updated map of who works 

well with whom. The more the network collaborates, the better it becomes at 

forming the right team quickly. And because anyone can begin this process, 

the network recruits and renews itself without a human-resources department 

deciding who is allowed in.

No effort is wasted. Because teams form around real needs rather than 

fixed departments, even work that does not reach its goal still  feeds the 

network. If a project is set aside, what was learned and built along the way 

can seed the next one. Nothing is staffed “just in case”; the network expands 

and contracts with the work itself, and the knowledge stays in circulation.

Decisions are confirmed, not commanded. Because there is no central 

authority to approve everything, the network relies on a simple discipline: 

important  decisions  and  completed  milestones  are  confirmed  by  the 

agreement of several independent parties, not by one person’s say-so. A 

piece of work is accepted as done when more than one party — for example 

the  consultant,  the  client,  and  a  neutral  observer  —  agree  that  it  has 

genuinely  been  completed  as  promised.  This  shared  confirmation  is 

described in detail earlier in Part Two. Its effect is that no single party can act 

unilaterally, and every participant can trust the outcome without having to 

trust any one individual blindly.

Reputation travels with you. After each engagement, clients rate the work 

they received. Those ratings are gathered openly and kept with each Node’s 

profile,  so  a  track  record  builds  up  over  time  and  is  visible  to  anyone 

considering working with that  Node. In place of a manager vouching for 

people from above, the network’s own history vouches for them.

Knowledge is tended, not just stored. A distributed organisation generates 

a great deal of information, and left alone it would decay — links break, 

context is lost, good work becomes unfindable. So the Nodes themselves 
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tend the network’s shared knowledge: selecting what matters,  keeping it 

current,  and  making  sure  hard-won lessons  stay  accessible  to  whoever 

needs them next. This curation is part of the everyday work, not a back-office 

afterthought, and it is what keeps the network’s collective memory alive as it 

grows.

People stay in charge. We use technology to handle the routine — to carry 

messages,  track  milestones,  and  confirm  agreements  —  but  we  are 

deliberate  about  where  automation  stops.  A  genuinely  decentralised 

organisation empowers its members and gives them a voice; it does not hand 

the decisions to machines. Automated processes and human judgement are 

meant to work side by side, with people holding the decisions that matter. 

When the network needs to set  or  change a shared rule,  it  does so by 

agreement among its members rather than by decree from above, the same 

democratic principle described throughout this chapter.

How We Communicate.
If the starfish explains how we are built, communication is what keeps it alive. 

A network spread across countries, cultures, time zones, and first languages 

— handling complex import-and-export work, large orders, and unfamiliar 

regulations — has no central nervous system to fall back on. Communication 

is  the  nervous  system.  It  is,  quite  simply,  what  makes  or  breaks  the 

organisation. So we treat it as a discipline in its own right, not an afterthought, 

and we hold ourselves to one guiding belief: nearly every problem that arises 

can be traced back to a failure of communication. Because of that, we never 

consider it a waste of time to make absolutely sure we have been understood.

We capture this discipline in what we call our communication mantra — a 

shared set of habits that every Node learns and lives by, so that a network of 

strangers can work together as if they had always done so.

The  rules  of  the  game  must  be  clear  to  everyone,  at  all  times. A 

distributed  organisation  distributes  its  governance  too.  Once  roles  and 

responsibilities are clearly defined for a task or a project, a Node does not 

ask permission for anything that falls within its remit — it decides, acts, and 

takes responsibility for the outcome. That freedom only works if everyone can 

see, at any moment, who is responsible for what. So the real purpose of the 

mantra is to keep the rules of the game visible and agreed, so they can be 
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played by anywhere, any time, under any circumstances. In practice, every 

participant should be able to answer a handful of simple questions at all 

times:

• What are the ongoing activities we need to pay attention to, and who 
owns each one?

• What can I reasonably expect of others, and they of me?
• Who makes which decisions, and within what limits?
• What can I decide and act on without calling a meeting?
• What constraints and standards have we agreed to honour in working 

together?
• How do we change these answers as we learn better ways of working?

When those questions have clear answers, the network coordinates itself. 

When they do not, it stalls — and someone, somewhere, ends up doing the 

wrong thing.

Chat  is  for  signals;  documents  are  for  substance. Our  everyday 

messaging tools are fast and convenient, but information is easily lost in them 

— buried in scrolling, half-read, remembered differently by each person. So 

we draw a firm line. Messaging is for signals: a quick status update (“the draft 

is ready,” “a new file is in the shared folder”), or thinking aloud together to 

brainstorm an idea.  It  is  not  the place for  substance.  Full  briefings and 

debriefings belong in a proper document. Changes to a document are made 

in the document itself, clearly marked, not announced in a passing message. 

Planning — tasks, owners, deadlines — lives in its own file, not in a chat 

history nobody can later reconstruct. The rule of thumb: if it matters next 

week, it does not belong in a message that will have scrolled out of sight by 

then.

Write so the whole world can read it. Our Nodes come from every walk of 

life, many languages, and a wide range of education, and for most of them 

English is a second or third language. Communication across such a network 

is hard enough already, so we make it as easy as possible to understand. 

We write  in  plain,  simple  English  — no abbreviations,  no  text-message 

shorthand, no clever idioms that only a native speaker would catch. Clarity is 

a courtesy, and here it is also a professional standard.

There is a deeper reason for this discipline. Cultures communicate in very 

different ways: some expect the point to be stated outright, others consider it 

rude not to let it emerge from context; some treat directness as honesty, 
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others as aggression; some keep the person and the idea separate, others 

do  not.  A  network  spread across  all  these cultures  cannot  assume any 

shared, unspoken context — so we deliberately default to the explicit end of 

the scale. We say what we mean, in full, and leave as little as possible to be 

inferred.  Where  one  culture  might  find  this  over-explained,  across  our 

network it is simply what keeps everyone genuinely on the same page. (For 

Nodes who want to go further, understanding how communication styles vary 

across cultures is part of working well in an international team.)

Every task carries a deadline. “As soon as possible” is not a deadline; it is 

an invitation for work to drift and pile up. So every task is given a specific, 

stated date by which it is due. This is not about pressure — it is what lets the 

network see at a glance what is moving and what has stalled, and step in 

before a quiet delay becomes a missed delivery.

One clock for everyone. A network spread across many time zones cannot 

afford the confusion of “three o’clock — but whose three o’clock?” So we 

keep a single shared clock. All calls, meetings, and time-sensitive deadlines 

are stated in Coordinated Universal Time (UTC), and each Node converts to 

its own local time. The reference is never in doubt, and no one misses a 

meeting because of a time zone they assumed rather than checked. It is a 

small discipline that quietly removes one of the most common, and most 

avoidable, failures in distributed work.

If a Node goes quiet, the work does not. Because the network is made of 

independent professionals, a Node will occasionally fall silent in the middle 

of a task — an unstable connection, a power cut, a higher priority, sometimes 

simply life. We cannot let a client’s project wait on one person’s silence. So 

we apply a simple, humane rule: if a Node has not responded after forty-eight 

working hours,  the task is  “cut  loose”  and passed to  someone else,  so 

delivery  continues  uninterrupted.  There  is  no  blame  in  it.  If  the  Node 

reappears, the coordinating Node decides together with them how to pick 

things back up. This is the everyday face of the starfish: lose an arm, and the 

body carries on.

The Briefing: Many Voices, One Clear Picture.
A traditional  company  routes  communication  through a  chain:  the  client 

speaks to a manager, who briefs a team lead, who instructs the staff, and 
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every link adds delay and distortion. We are built differently. Picture instead 

a wheel: the client sits at the hub, and every Node working on the project 

connects to that hub directly, like spokes. Information travels straight to where 

it is needed, without being relayed and reshaped along the way. No one 

stands between the client and the work.

A coordinator clears the way; they do not command. The Node who acts 

as the point of contact for a project is not its boss. Their role is closer to a 

caretaker’s than a manager’s: to make sure the team has everything it needs 

to do its work, to carry information cleanly in and out, and to remove obstacles 

— not to issue instructions. Authority in the network is earned by doing and 

by example, not granted by a position. This is what keeps the wheel turning 

without a hub of command at its centre.

A wheel with many spokes could feel chaotic to the person at the centre — 

and this is the discipline that prevents that. The client experiences something 

deliberately  simple.  They  sign  one  clear  engagement,  deal  with  one 

coordinating  point  of  contact,  and  receive  one  regular,  plain-language 

summary  of  where  everything  stands.  All  the  structure  that  makes  this 

possible  —  the  several  Nodes,  their  separate  responsibilities,  the 

confirmations passing between them — turns quietly behind the scenes. The 

client gets the benefit of the wheel (direct, fast, undistorted communication) 

without having to manage its machinery. Transparency, in other words, is 

something we offer, never something we impose: the full picture is always 

available to a client who wants to look, and never a stack of forms and 

meetings for a client who would rather stay focused on their own business. 

The burden of keeping things transparent sits with the network, not with the 

client.

The instrument that delivers this is the briefing, and it comes in two forms.

The first is a regular written briefing — historically a weekly one — that puts 

everyone back on the same page. Once work is under way, people naturally 

drift into their own tasks and lose sight of the whole; asking for daily reports 

does not work and is quickly resented. So instead, at  a set rhythm, the 

coordinating Node draws the week together into a single document: the one 

priority that matters most, the projects in flight and who is accountable for 

each,  the concrete tasks beneath them, and the sequence for  the days 

ahead. Each item carries a simple reference code, so it can be pointed to 
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precisely later (“as set out in this week’s briefing”) rather than described from 

memory. Crucially, the client’s copy of this briefing is written for them — a 

one-glance overview — not a form for them to fill in. Reading it is optional; 

the clarity it creates is not.

The second is the meeting briefing — an agenda sent round before a live call 

rather than improvised during it. Each participant knows in advance the date 

and time, who will attend, and what will be discussed; and each arrives having 

done their part beforehand — questions written down, work ready to show, 

anything needed already prepared. Front-loading the thinking into a shared 

document means a meeting that might have sprawled across an hour is done, 

properly, in twenty minutes. It is the same discipline as the wheel and the 

mantra, applied to the clock: write it down first, so the live conversation is 

short, focused, and worth everyone’s time.

Closing the Loop.
Two final habits hold all of this together, and over time they become part of 

the culture rather than rules anyone has to enforce.

The  first  is  the  feedback  loop.  Information  left  only  in  a  conversation 

evaporates;  so  after  each  task  we  capture  what  happened  in  a  short 

debriefing  document  — what  was  done,  what  was  learned,  what  to  do 

differently. This is how a passing exchange becomes lasting knowledge the 

network can draw on again, and it feeds directly into the shared memory 

described earlier.

The second is the iterative habit. We do not work in a single straight line from 

instruction to finished product and assume the result speaks for itself. We 

work in loops — draft, review, refine — engaging and updating the team and 

the client throughout, rather than disappearing until the end. Each pass is a 

chance to catch a misunderstanding early, while it is still cheap to fix. And 

once  a  week,  the  network  steps  back  to  look  at  the  whole:  what  was 

completed, what was not and why, and how next week can go better. This 

steady rhythm of review is what turns a crowd of independent professionals 

into an organisation that learns.

What makes both habits work is the spirit in which they are practised: we deal 

with problems, not with people. When something goes wrong — and across 

a distributed network, sometimes it will — we fix it after the fact and move on; 
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we do not run a blame game, and we do not waste energy worrying in 

advance about everything that might go wrong. The flip side matters just as 

much: when something works unusually well, we do not keep it to ourselves. 

It gets shared, copied, and adapted across the network, so that one Node’s 

good idea quietly becomes everyone’s. A network that refuses to punish 

honest mistakes, and is quick to spread what works, is a network people are 

willing to take initiative in — and initiative, freely taken, is what a decentralised 

organisation runs on.

One Vision, Many Voices.
There is a final principle that ties the mantra together, and it follows naturally 

from how we are built. In a network of independent professionals spread 

across countries and cultures, no single person can phrase things correctly 

for everyone. The same point that persuades an engineer in one country may 

fall  flat,  or even offend, before an official  in another — not because the 

substance differs, but because the language, tone, and social cues do. A 

centrally scripted, one-size-fits-all message ends up fitting no one.

So we hold the vision in common and let each Node supply the voice. What 

we share and agree on is the substance: our purpose, our standards, and 

what a piece of work must achieve. How that substance is expressed — the 

words, the register, the cultural framing — is left to the Node closest to the 

audience,  who understands their  context  far  better  than any head office 

could. A client hears about Ubinodes from someone who already speaks their 

language, literally and culturally, and the message lands because it comes 

from one of their own rather than from a distant centre. This is not a loss of 

consistency; it is consistency where it counts — in the vision — with the 

freedom, everywhere else, to be understood.

Working at Your Best.
A network is only ever as sharp as the minds inside it. We have spent this 

chapter describing how the organisation coordinates — the rules of the game, 

the briefings, the discipline that keeps the wheel turning cleanly. But all of 

that machinery rests on a simpler thing: people who turn up clear-headed, 

capable,  and  ready  to  do  good  work.  A  brilliant  structure  staffed  by 

exhausted, distracted, or careless people produces exhausted, distracted, 

careless results.
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So we are unapologetic about this. We ask a great deal of our Nodes — that 

they bring their full attention and their best judgement to every task — and 

we make no secret of expecting the same from the people we work for. We 

choose to work with clients who hold themselves to the standards we hold 

ourselves to. A client who is scattered, who cannot say what they want, who 

changes their mind on a whim and communicates at midnight in fragments, 

makes good work impossible no matter how disciplined the network is. There 

is no reason to put up with on one side of the wheel what we would never 

tolerate on the other. Alignment is not a courtesy we ask for; it is the condition 

that makes the whole thing work. These principles, then, are not house rules 

for our Nodes alone — they are an invitation, extended to everyone in the 

wheel, to meet at our best.

What follows is what “at your best” means to us.

A clear mind.
Most  of  what  erodes  good  thinking  is  quiet  and  habitual  — small  daily 

behaviours that feel harmless, even productive, while steadily draining focus, 

memory, and creativity. We ask everyone in the network to be deliberate 

about a few of them.

Do one thing at a time. The mind is not built to juggle. Every time attention 

is split between tasks, the cognitive cost rises and the work of each suffers 

— fragmented thinking, weaker recall, slower output. We block out time for 

single tasks and resist the false economy of doing everything at once.

Protect  your  sleep. Late-night  screens  flood  the  brain  with  light  that 

suppresses melatonin, disrupting the very sleep in which the brain recharges 

and consolidates what it has learned. Putting the screen away well before 

bed is not  indulgence; it  is  maintenance of  the one instrument the work 

depends on.

Trust informed intuition. Experience leaves behind a fast, subconscious 

form of pattern-recognition — the quiet sense that something is right or wrong 

before you can fully explain why. We do not treat that instinct as superstition 

to be overridden by procedure; in a network of seasoned professionals, it is 

often the first signal worth listening to.

Warm up before full throttle. A mind, like a body, works better when it is 

eased into the day rather than thrown straight into a flood of messages. A few 
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minutes of reading, reflection, or simply gathering one’s thoughts primes 

clearer work for the hours that follow.

Reflect, don’t just consume. Information only becomes knowledge when 

we pause to ask what to do with it. In a network that runs on shared learning, 

the habit of stopping to reflect — after a task, after something read, after 

something that went wrong or unusually well — is what turns the flood of daily 

input into something the network can actually use.

Do less, not more. It is tempting to believe that a sharper mind comes from 

doing more — more input, more stimulation, more hours filled. The opposite 

is closer to the truth. A mind kept under a constant stream of small demands 

— every notification answered, every idle moment filled by a screen, every 

gap reached for and closed — never gets the quiet it needs to think clearly. 

So we make room for less: less time on the screen and more time outside; 

fewer late-night scrolls and more early nights; and, perhaps hardest of all, a 

willingness to be bored now and then rather than reaching for the phone the 

instant nothing is happening. Stillness is not wasted time. It is when the mind 

settles, sorts what it has taken in, and does its best work. A network of people 

who have learned to be comfortable with a little stillness is a network of 

people who think well.

Small physical aids can help too. Some people find that the scent of cineole 

rosemary supports concentration; a body of research, including a study from 

Northumbria University, has linked exposure to its principal compound, 1,8-

cineole, with measurable gains in concentration and memory. We make no 

grand  claims  for  it  —  but  a  diffuser  on  the  desk  is  a  small,  harmless 

experiment, and several of us would not work without one.

Care in the craft.
Long before we had a word for it, our work rested on a simple belief: that how 

a thing is made matters as much as the thing itself. The Japanese have spent 

centuries refining that belief into a handful of ideas. We did not borrow them 

as decoration. We recognised in them what we already tried to do.

Five of these ideas shape how a Node approaches the work.

https://pmc.ncbi.nlm.nih.gov/articles/PMC3736918/
https://pmc.ncbi.nlm.nih.gov/articles/PMC3736918/
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Idea What it means How it shows up in 
our work

Kodawari The quiet pursuit of 
quality for its own sake

Care taken whether or 
not the client is 
watching.

Shokunin / Takumi Mastery as a lifelong 
path, not a title

Nodes who keep 
deepening a craft over 
years.

Monozukuri Caring how a thing is 
made, not only the 
result

Sound method, not just 
a passable deliverable.

Ichigyo-zanmai Complete focus on one 
task at a time

One thing done well 
before the next is 
begun.

Kaizen Small, continuous 
improvement

Each engagement a 
little sharper than the 
last.

None of this is about chasing a flawless ideal. It is about pride of the honest 

kind — the quiet satisfaction of knowing you did your best work, on a task 

that mattered, for someone who trusted you with it. That pride does not need 

an audience. It is its own reward, and over time it is what a reputation is made 

of.

The skills that endure.
Tools change, markets shift, and a good deal of routine work will, in time, be 

done by machines. What does not go out of date is a particular set of human 

capabilities — the traits that no software replicates and that every serious 

collaborator looks for. We expect them of our Nodes, we look for them in our 

clients, and we try to grow them in ourselves. There are eleven we keep 

coming back to.

Communication. The backbone of everything here: not merely speaking, but 

listening actively, putting ideas across plainly, and leaving others genuinely 

understood.

Accountability. Owning  your  outcomes,  with  no  blame-shifting  and  no 

excuses — the quiet maturity that earns a network’s trust.
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Time  management. Doing  what  matters  most,  consistently,  so  that 

deadlines are not just met but anticipated.

Adaptability. Staying  flexible  and  calm  as  tools,  mindsets,  and 

circumstances change.

Problem-solving. Meeting  setbacks  with  curiosity  and  logic  rather  than 

panic, and building solutions where none yet exist.

Coachability. Treating honest feedback as a gift rather than a threat — which 

is why coachable people grow fastest.

Critical  thinking. Analysing  rather  than  simply  accepting:  asking  sharp 

questions, weighing evidence, and thinking independently.

Self-awareness. Knowing your strengths, your triggers, and your blind spots, 

which makes you far easier to work alongside.

Emotional intelligence. Managing your own emotions and reading others’, 

so that conflict resolves faster and morale holds.

A positive attitude. Refusing to gossip, turning complaints into solutions, 

and recognising that one person’s energy sets the tone for everyone around 

them.

Work ethic. Showing up, owning mistakes, and being reliable — because 

over a long enough horizon, dependability beats brilliance every time.

Skills, though, are only half of it. The other half is conduct — the small, often 

unseen ways a person treats others, which earn far more lasting respect than 

any title or credential. We notice these things, and we value them. Respect, 

in our experience, is earned quietly: by saying less and listening more, by 

being more interested in others than anxious to be interesting oneself. It is 

earned by being comfortable saying “I don’t know that yet” rather than bluffing 

— honesty about the limits of one’s knowledge is a strength, not a weakness. 

It  shows  in  praising  people  openly  and  raising  criticism  privately;  in 

remembering what matters in someone’s life and the simple fact of their 

name; in keeping a confidence that has been entrusted to you. The best 

people in the network lead by helping others grow rather than by counting 

their own numbers, and they do good work whether or not anyone is watching 

— because integrity, by definition, is what you do unobserved. They under-

promise  and  over-deliver,  respect  a  view  they  disagree  with,  and  treat 

punctuality  as a  courtesy:  arriving on time is  simply  respect  for  another 
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person’s time. And running through all of it is one habit worth more than the 

rest combined: leave everything — a task, a project, a working relationship 

— in better condition than you found it.

None of these can be installed by a rule or a piece of software. They are 

cultivated — and a network that takes them seriously, on both sides of the 

wheel, simply works better than one that does not.

The point of all of it.
We do not set these expectations to be demanding for its own sake. We set 

them because clear minds and durable skills are the conditions under which 

everything else in this chapter becomes possible — good communication, 

clean coordination, work that holds up. We ask it of ourselves first, of our 

Nodes always, and of our clients without apology. Meeting at our best is not 

a constraint on the relationship; it is the relationship.

Decentralised in Spirit, Disciplined in Delivery.
We are honest about the trade-off. A network built like a starfish, with no 

central boss, can — left unchecked — drift: priorities scatter, standards vary, 

and accountability blurs. We have seen these risks and designed against 

them. The shared principles keep everyone aligned on how we behave. The 

multi-party confirmation keeps everyone honest about what has actually been 

delivered. Open reputation keeps quality visible. The democratic governance 

keeps the rules legitimate and current. Together, these give us the resilience 

and reach of a decentralised network with the reliability a client expects from 

a single, accountable firm.

That  is  the  balance  Ubinodes  is  built  to  hold:  decentralised  in  spirit, 

disciplined in delivery.

The Theory Behind It.
For readers who like to know where an idea comes from, the design rests on 

a few simple observations.

The first is the lesson of the starfish: an organisation whose abilities are 

spread throughout its body, rather than concentrated in a head, is far harder 

to stop. There is no single point of failure, and the parts can regenerate the 

whole.  This  is  why  decentralised,  leaderless  networks  have  repeatedly 
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proved more resilient than the centralised institutions that tried to compete 

with them.

The second is the idea that every part of a healthy system has two faces at 

once — it is a complete whole in its own right, and at the same time a working 

part of something larger. A single consultant is whole and self-sufficient; the 

same consultant, inside an Ad-Hoc team, is one part of a larger whole; that 

team, serving a client, is itself one part of the wider network. Each level is 

autonomous and accountable on its own terms, yet each contributes upward 

to the level above. Designing the organisation this way — as wholes nested 

within wholes — is what lets Ubinodes be both genuinely distributed and 

genuinely coordinated, without a pyramid of managers to hold it together.

The third observation is that an organisation can be a platform as much as a 

structure. The shared manuals, agreements and tools that hold the network 

together are not fixed in stone; they are made to be built upon. A Node who 

finds a better way of working can write it up, refine an existing practice, or 

create a new tool and share it with the rest of the network. Over time the 

organisation improves its own design through this steady accumulation of 

feedback — no single architect deciding everything from above, just many 

small  refinements  that  survive  because  they  work.  This  is  also  why 

coordination does not depend on constant supervision: the network leaves 

traces — a briefing, a validation record, a published manual — and those 

traces quietly guide the teams that come after, the way a well-worn path tells 

the next traveller which way to go. And it is why no useful effort is wasted: an 

idea sparked in passing, or a solution found for one client, can be picked up, 

adapted and reused elsewhere. A living system that learns from itself will  

always outpace one that waits to be told what to do.


