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Why group decision making 
is hard.



Video link

https://docs.google.com/file/d/1zxV4Ipy_Zr8VHE9lAzo9nCoogjgDX0pj/preview
https://substack.com/@afootcoordination/note/c-359736260?r=2ohhrv&utm_source=notes-share-action&utm_medium=web


Source: Sam Kaner, “The Facilitator's Guide to Participatory Decision-Making”, 1996.



Source: Sam Kaner, “The Facilitator's Guide to Participatory Decision-Making”, 1996.

Business-as-usual decision making: 

- Analysis and recommendations by experts
- Persuasion over dialogue 
- Authority settles disputes
- Speed over innovation



AI will increasingly handle the business-as-usual work, 
leaving people to deal with increasingly complex issues.



Source: Anthropic, “Labor market impacts of AI: A new measure and early evidence”, March 2026.





The blind men and the elephant
Our own experience is rarely the whole truth

Source: The parable of the blind men and the elephant



Complexity means no one sees the whole elephant. 



Complexity means no one sees the whole elephant. 

The decision is the uncomfortable process of combining what 
we see into enough understanding to act.



Why AI makes group 
decision making harder.



Video link

https://docs.google.com/file/d/1TH6SoJMzjEWLYJGIg8aSwHtr881-hhfU/preview
https://substack.com/@afootcoordination/note/c-359828626?r=2ohhrv&utm_source=notes-share-action&utm_medium=web


https://every.to/p/after-automation


Language models learn from work 
already done

AI makes past-pattern work cheap

More people can make more 
attempts

A flood of drafts, pull requests, 
assets, and ideas

Humans know the live situation

What matters right now Taste, judgment, context, intent

Human experts become more 
important

Direction 1: build systems Direction 2: do larger original work

Review queues, evals, repo rules, CI, 
permissions, workflows

Ambitious work that was too costly 
before

Usable throughput

Differentiated value

Source: Dan Shipper, “After Automation” (Every, May 2026).



The constraint is no longer producing the work. 
It’s coordinating it through the ‘groan zone’.





Everyone holds a convincing perspective



Seeing the whole elephant still happens in one place: 
in meetings where views are compared.



The meeting is now the work.





https://docs.google.com/file/d/1kWdUAJMyheLgwYKFFBRdh_MzR5t1BCdh/preview


Anthropic engineers spend 16% more time in meetings 
compared to last year

Source: Anthropic, “How Employment is Changing at Anthropic” (Oct 2026)



“Chasing down bugs uncovers these organisational, systemic or 
tech debt things that actually requires some amount of human 
convening, decision-making and governance to solve.”

- Anthropic engineer

Source: Anthropic, “How Employment is Changing at Anthropic” (Oct 2026)





How to hold meetings 
worth being in.



Source: Adaptation. Sam Kaner, “The Facilitator's Guide to Participatory Decision-Making”, 1996.

Surface assumptions, then align on the problem





“Private work, in unlogged meetings and direct messages, is 
invisible, confusing and discouraged in an AI-heavy workplace.”

-  Anthropic, “How Employment is Changing at Anthropic” (Oct 2026)



Ask for stories, not conclusions
Stories are how humans reason when there are no fixed rules. Disagreement is the material. 



Build a reliable record of human judgment
Coordination through observability of human work and decisions



So what did we learn?





When doing costs nothing, deciding 
costs everything. 
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When doing costs nothing, deciding 
costs everything. 

So don’t skip the meeting. Make it count. 
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