The Architecture of Open Search _ i

Decoding manufactured impossibility
and designing post-hierarchical
decision systems.

X

Based on the philosophical and organizational frameworks
of Kristupas Sabolius and Austina Pakalnyteé (culture.lt).
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“Nothing can be

changed” is rarely a
fact about the world.

In complex organizations, “it’s impossible”
often sounds like a sober, realistic
conclusion. However, it more accurately
describes an institutional order where
stakeholders are actively deprived of the
ability to search for alternatives together.

\

When the search for solutions is closed off,
the resulting absence of solutions is falsely

presented as proof that none exist.

The mechanism
for search has
been removed.

T Crermir Motetook



The active manufacturing of limitations.

Drawing on philosopher Kristupas Sabolius’s concept of eco-sociality, we must recognize
counter-affordances: possibilities that are actively blocked. Unknowns and uncertainties
are frequently weaponized by institutions to instill a sense of impossibility.
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The closed loop of
institutional cognition.

Defines the

Who holds the right to say problem. .

opportunities are exhausted?
It a single center defines the
problem, curates the alterna-
tives, and then announces -
that no better solutions exist, g

a closed knowledge loop is

; . Selects the
formed. The conclusion cannot Authority alternatives
be verified by the knowledge Node to consider.
left outside the perimeter.
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Impossibility is maintained by ordinary routine.

To completely paralyze a shared search for solutions, an organization does not need a conscious manipulator. It only
requires standard routine: isolated departments acting rationally within their own parameters, leaving the space for
collective problem-solving completely vacant.

Budget Protection KPI Fulfillment Risk Avoidance
(Minimize spend) (Hit narrow metrics) (Evade pilot testing)

The Shared Search Space: Left empty and unowned.
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How to audit an “impossible” statement.

When an organization defaults to “we can’t,” break the refusal down into testable assertions %

using this diagnostic matrix.

Type of Impossibility

Verified Constraint

Defining Characteristic

Action contradicts physical
reality or hard resource limits.

Required Action

Search for different actions, alternate
resources, or extended timelines.
The fact cannot be voted away.

Existing Order Constraint

Action is blocked by chosen
procedures, risk models, or
responsibility distribution.

Examine changing the model itself.
Identify exactly who is authorized to
alter the rules.

Unexplored Possibility

“We don't have a solution yet,
and past attempts failed.”

Clarify t

expand the search. Treat universal

Impossi

conclusion.
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The Post-Hierarchical addition.

Post-hierarchy does not mean chaos or the erasure of expertise. It is an architecture of decision-making where
status alone cannot monopolize the collective direction. Specialized competence and implementation responsibility
are preserved, but the generation and evaluation of alternatives are radically opened.

Status monopolizes the direction.

Ideas compete for loyalty to the hierarchy. Distributed knowledge shapes the direction. :
Status does not predetermine idea value. I
i
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‘The Collective Intelligence Engine T

. True collective intelligence is not a chaotic town hall. It requires a structured environment
- where anonymity removes the pressure of loyalty to a boss or faction, while algorithms calculate

. resonance to reveal where consensus forms and where vital disagreements remain. !
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The perimeter of
participation:
Who is missing?

Opening the decision-making
process is not enough. Reaching
consensus among active
participants does not

guarantee all consequences are
seen. Mature post-hierarchical

systems continuously audit
their blind spots and actively
inject data regarding long-
term impacts, silent

term impacts, silent
populations, and
environmental realities into
the task parameters.
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Ecosystems
(Environmental realities)

Active

Marginalized Voices Pa‘rticipants
(Impacted, lacking access) (Time, literacy,
access)

Future Generations
(Inheriting consequences)

Ecosystems
(Environmental realities)
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Case Study: The anatomy of an impossible deadlock. o
- Imagine a public library with an unused inner courtyard. Every attempt to open it fails
. because four competing constraints are deemed impossible to reconcile. How does a

- post-hierarchical process break this knot? 0!

Preserve —— Protect
neighbor / fragile
il greenery

The Courtyard Stay within
Deadlock zero-budget

Stay within
zero-budget

: Ensure
o physical e
——- wl accessibility =i -

Declaring all needs incompatible and abandoning the space.




Phase 1: Preparation & Boundary Setting Phase 2: Open Platform & Iteration Phase 3: Consolidation & Action

Step 1: Define boundaries and formulate the search

Before opening the platform, data is gathered to separate undeniable physical limits from flexible
organizational habits. The problem is then framed as a single, precise question:

Verified Physical

Constraint (e.g.,
width of the door
for accessibility)

Target Question:

What single change in the use of
the courtyard this season would

bring the greatest overall benefit,
factoring in accessibility, noise,

greenery, and current budget?

Organizational Constraint
(e.g., historical noise
rules that can be
renegotiated)
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Phase 1: Preparation & Boundary Setting Phase 2: Collective Generation Phase 3: Consolidation & Action
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Step 2: Evaluate, propose, and
algorithmically synthesize.

Participants do not just shout ideas; they
interact on a structured platform. By
evaluating others’ proposals first, new
combinations emerge. Artificial intelligence
assists in finding starting points, but the
final evaluation of trade-offs remains

1. Evaluate

User anonymously rates
three existing ideas.

strictly human. : :
4, Calculate 2. Pivot :
Algorithm elevates resonant Discovering conflict is about
combinations. Less popular ideas the timing of events, not
1 move to context archive. opening the courtyard.

-  3.Propose

Il : User submits a new, highly

specific combination. €




Step 3: The possibility must survive reality.

Collective consensus does not magically make an idea feasible. The architecture of open search is
fundamentally a learning order. The chosen solution is tested in reality, and any failures are decomposed into
specific causes (what failed, under what conditions, and why) rather than reverting to a universal verdict of

“impossibility.”

Triggers the next cycle
of collective search.

Impact Assessment 1
(Who is still excluded? |
How did neighbors react?)

Implementation of
the chosen direction.

Phase 1: Preparation & Boundary Setting Phase 2: Collective Generation Phase 3: Choice & Reality Check
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Final Decision Authority

When does participation actually change the decision?

Inviting people to generate alternatives, only to ignore them without explanation, deepens
systemic powerlessness. The degree to which post-hierarchy changes actual power depends
entirely on the pre-agreed rules regarding who owns the final choice.
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Executive Decision.
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Result: High risk of manufactured
impossibility.

Result: Executives must explain Result: Definitive choice belongs to

,e_________________________.l

deviations. Visibility increases. ' the collective. Realized by specialists.

|_________________________________.'}' ________________________________ }l ___________________________________

The Search Process
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The future is a collective task of solution finding.

When faced with “it’s impossible,” leaders must learn to ask: Who was allowed to
propose? What knowledge was included? Who evaluated the alternatives?

Monopolized Search Shared Search Architecture

Impossibility is maintained by a monopoly on determining what is worth considering.
We eliminate it by distributing the real opportunity to participate in the search.




