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The most special thing about Morning Star, founded in 1970, is not that it is
the largest tomato processing enterprise in the world, but that its tomato
planting base, transportation ﬂeet, and assembly line do not have a
management position. This is a company without "leadership", and everyone
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in the organization exercises independent management. In the book
"Reshaping Organization: The Way to Create Evolutionary Organizations" by
Belgian scholar Frederick Lelou, the author writes: In the organizations studied
in this book, the conﬂict resolution process designed by Morningstar is more
informative , And can best meet the requirements of eﬀective autonomous
management.

In an organization without "leadership", how does the team complete
autonomous management? Who will set up positions and assign jobs? Who
will assess the quality of the work done? What should we do when diﬀerences
and conﬂicts occur within the organization? Does the self-management of

Downlo

employees really work?

With these doubts in mind, Chaos Institute invited Doug Kirkpatrick, cofounder of Morningstar's Independent Management Research Institute, to
share Morningstar's years of experience in practice. The course will be



launched on time at 9 am on February 29 at the Chaos University APP. Before
the class, the research club exclusively interviewed Mr. Doug and discussed



with him on some issues. We ca n’t wait for the students who ca n’t wait for
Saturday!
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Chaos University: We know that Morningstar is currently the world ’s largest company that runs on
employee self-management (Editor ’s note: self-organization for short) . Is there a way to establish
such an organization?

Doug: Well, there is indeed such a road map. The ﬁrst step requires a leader, who already has a
"destination" in his mind, which is the vision we often say.

The second step is to create a "ﬁeld", which is an abstract concept, speciﬁcally can be anywhere,
provided that everyone has an equal opportunity to express. In this "ﬁeld", the initiator of the
organization summoned the partners with whom he wanted to embark on this journey, and described
the future in his eyes. If this vision is attractive enough, then everyone will follow him on this journey.

The third step is to establish an invitation mechanism, inviting partners to jointly shape their
understanding of future goals, whether in the form of a classroom or a "world cafe". We do not believe
that you can achieve self-management of the organization by means of top-down commands. Since it
is "self-organization", it should not depend on "manage people", which makes no sense.

Chaos University: Is n't it easy for everyone in the organization to recognize the idea of selforganization or the future mission of the organization?




Doug: We are willing to spend some time, because some people may take longer to understand
concepts and ideas than others. This dialogue process may involve all aspects, butas long as you are
willing to spend time in dialogue, you can get as much understanding as possible.
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Once you have established a basis for mutual understanding, you can enter the open invitation we
mentioned earlier. In this process, some people may buy it, but some people may leave. Then the
hard work began. This is actually a process of how to replace the top-down bureaucratic-level
command and control model with a self-managed network. In this new network, people are willing to
collaborate around a common goal and mission , but at the same time retain their own goals and
sense of meaning.

In addition, we believe that if experienced coaches, mentors, and catalysts are integrated into this
system, it will greatly help to improve the social EQ of team members. In this way, members of the
network can better develop self-managed muscles and become more and more powerful in this new
way of working.

Chaos University: In a real situation, how can coaches help members gradually achieve selfmanagement? What kind of work do they usually do?

Doug: We developed a "people-centered organization", which is to make the coach a member of the
team. For example, the sales team has a self-management coach. He is an oﬃcial member of the
sales team, but his work has nothing to do with sales, but is related to improving the collaboration
ability between team members. He can attend the meeting. At the meeting, if there are some
behaviors that make the team malfunction, such as interrupting others or being stubborn, and not
considering the feelings of others, he will stand up, tell everyone that such behaviors will not help
achieve this goal, and give suggestions or People show better ways of cooperation.

Generally speaking, coaches spend 80% of their time in meetings with team members, but this time
will gradually decrease, maybe the period is 12 months, it may be 18 months, maybe it is two years.
But as time goes on, people get better and better, stronger and faster, faster and faster, more
cooperative and agile.

An important task that is carried out in synchronization with this step is that we have to ﬁnd an
eﬀective way to replace the traditional controlled management method, which is equivalent to an
organization's operating infrastructure. We believe that "agreement" is a good tool, we call it "peer
contract".


This understanding is based on the assumption that in a truly fully autonomously managed
environment, everyone has equal say in matters that aﬀect them. Maybe they are responsible for
diﬀerent things and need to make diﬀerent decisions, but this does not aﬀect them to have the same



voice.
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"Peer contract" has nothing to do with command and control, but only contains requests and
responses. A contract answers the three major questions of "why", "what" and "who".

The "why" questions are:

● Why are you working here?
● What does it look like to be good enough for your position?
● What will you do to realize the mission, vision and values of the company?

Then there are some "what" questions, usually raised in the ﬁrst person, such as:

● As an individual, in what way will I take full responsibility?
● What resources do I need (computer, private company, car, etc.) to complete my work?
● How do I work with people? (For example, how to tell me bad news, do I want to receive work
information before 9 am, etc.)
● What would it look like if I were to create a user manual for myself?
● How do I deal with conﬂicts?
● What is my personality, introverted or extroverted?
● What is the scope and amount of everyone's decision-making power in terms of each process I
form a consensus with everyone?

This is where many companies get into trouble. They didn't really understand what "decision-making
power" is.

Colleagues can discuss these issues just now. So we answered "why", we determined "what", and



then we needed to know "who". So, who is your closest colleague? In your workﬂow, who is
upstream or downstream of you. You need to make commitments with each other who are dealing



with each other to form this contract.

This contract can contain a variety of elements, but there are no restrictions. You can list everything
you can think of. But we think "who" "what" "why" and how to measure and communicate
https://wemp.app/posts/a1c3d539-98cf-4025-b8ce-6b45c884895b
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performance is the foundation of this contract.

Most companies use KPI, OKR, or some other terminology as a tool to measure employee
performance. At Morningstar, we call it a "stepping stone". Every step of "stone" means you are one
step closer to perfection. "Perfection" is the basis for our standards (Editor's note: Teacher Doug will
explain in the premiere course of the Institute on the 29th what is the "perfection-based" method of
consideration).

These assessment standards (stepping stones) are usually represented by two-quadrant line graphs,
and they will reﬂect some trends over time. This will trigger a dialogue between colleagues. For
example, if someone sees a colleague's trend line bending downward, he will actively ask: What can I
do to help you reverse the trend? This dialogue is not about punishing someone because of their poor
performance, but how we can help you change and make it better. We believe that this is much more
eﬀective than relying on the boss to inspect the work area, ﬁnd problems, and conduct a performance
conversation.

Such conversations have never been interrupted on Morningstar, possibly thousands of times. This is
critical for the organization.

Regarding the signing of the contract, here is a special note that for a person, his collaborators in the
company is preferably only 7-12, if more than 25, this "system" will collapse. In a way, it is a limitation,
because this number exceeds the upper limit of your brain's cognitive management. So your
colleagues who signed the contract are probably 7-12 people, maybe 15 people.

These contracts are not just casual talk, once you say it, you should do it accordingly. This is an
enforceable contract and a tool to ensure that responsibilities will not be defeated. In a truly selfmanaged enterprise, colleagues understand each other's commitments. If you don't keep your
promises, you can't hide your mistakes. However, except for the partner who has made a contract
with you, there will be no so-called boss looking for you to talk to.

Chaos University: At Morningstar, if someone fails to meet the standard, will he be ﬁred?


Doug: If someone seems incapable of something that we think is very important, we will go talk to
him and learn how this colleague plans to improve his ability, but we do n’t want to throw him a plan



to let him passively To achieve. If after a while, his work has not improved, we will ask him, do you
think you are creating value for the company? Is your pay worth it? If he asks for a high salary, but
fails to create a value that matches it, then we will negotiate a salary reduction. If he does not
approve, then we will ask him to change his job.
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Chaos University: During the process of establishing self-organization, have you encountered any
headaches?

Doug: There will deﬁnitely be challenges. The more common problem is that if you are a restrained
person, you may ﬁnd it diﬃcult to discuss his recent performance with colleagues. But this is what we
rely on for process optimization and accountability. So we created some mechanisms. We created a
word called "Ombudsman", which comes from Swedish and means "private secret adviser".

When you need to solve a problem with other colleagues out of responsibility, you can seek advice
from this consultant in order to ﬁnd an eﬀective solution.

Chaos University: Are there any prerequisites for implementing self-organization? If employees do
not regard work as a means to achieve a certain mission, but just a job that is safe and secure, can
self-management based on mission be achieved?

Doug: This is a very important question. People have diﬀerent reasons for working, and some only
work for money, so that their ﬁnancial freedomcan be exchanged for more leisure time; some people
want to work for a profound meaning and purpose in order to realize their life ideals. Therefore, if we
are to create a company, its goal is to create an environment where people can achieve their goals, no
matter what those goals are. If it can't serve the vast majority of people and only works on a group of
people, it makes no sense.

We fully believe in the power of free will. We are loyal believers in Kant ’s philosophy (Editor ’s note:
The relationship between Kant ’s free will and self-organization will be further explained in the seminar
course “Morning Star: Organizational Evolution in the VUCA Era” ).

By the way, Haier's Zhang Ruimin is also a big fan of Kant. In Kant's view, man has free will. If you
believe this, the best thing you can do is create an environment where everyone can exercise their
free will.

Chaos University: Is self-organization elsewhere in the world, such as Haier, similar to what you did



in the United States?


Doug: Not the same. First of all, it is much larger, with employees all over the world, and at most
85,000 people. Haier has promoted the "person-in-one" working method in order to shorten the
distance with customers.
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They have just acquired General Electric's business in Louisville, Kentucky, and are gradually trying to
implement this approach rather than all at once. They will give employees a process of understanding,
learning and absorbing this idea. But I think that Haier's vision is to implement this approach globally.

There are now 4000 self-managed teams in Haier. Most of them are human resources, IT and legal
and regulatory support teams. But then there are some, I think there are probably 250 to 300 groups,
which are customer service, products and after-sales teams. Then there were ﬁfty or sixty, maybe
more innovative teams. They are involved in everything you can think of, from cattle raising to
healthcare to video games and so on. If someone develops a new service product, they can promote
it to the entire company, and then the innovator will become the CEO of the new company. This is a
cool place in Haier.

With these self-managed teams, Haier has formed an internal market. For example, if you need legal
consulting services, you can buy services from an internal team, but if you are not satisﬁed with the
quality of their services, you can also get them from other places. If this small legal team cannot earn
enough money by providing services, they may fail.

So this is a truly competitive market, which is diﬀerent from Morningstar. We are experimenting with
this way of independent business units, but have not yet reached the level of Haier. From this point of
view, Zhang Ruimin is really a visionary.

Chaos University: What if the mission of the initiator of the organization is not clear enough, and
everyone is not clear about their respective responsibilities, and their work is not eﬃcient?

Doug: I will consider the open invitation event we mentioned earlier. You just open your heart to
collective wisdom and invite people to create this vision and goal for your company. Ask
everyone,what mission do you want the company to undertake, what values do you practice, what do
you want to achieve here, and so on. Put everyone's opinions on the table and talk, I think that is very
important. If people have the same idea about the company, then you are more likely to overcome
these challenges.


In this interview, we also asked other questions about how leaders change roles, how to resolve
diﬀerences, and how to stimulate innovation.
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