




















AI changes the organisation’s memory

LIMINAL

A summary becomes
a record.
A record becomes
someone else’s evidence.

What happens to the source,
the uncertainty and the dissent?



03 ADAPTATION

The problem of collective survival

LIMINAL 08

How do we create rules that are
general enough for cooperation
and flexible enough for adaptation?

What must everyone be able to rely on?
Where do people need room to learn and respond?



Dunbar: relationships require attention

LIMINAL Dunbar (2012); Lindenfors, Wartel & Lind (2021). Approximate layers, not staffing limits. 05

5
Closest support

15 
Close relationships

50
Wider circle

~150

150 is a debated approximation.
It does not specify an ideal team size.

Large organisations need smaller circles
of trust, plus ways to connect them.



3 PRACTICE

UK brewing and museums: keeping company memory

Burton brewing archive
Case: National Brewery Heritage Trust, Brewery history on the move. Managing Business Archives.
Research review: Salas et al. (2012), The Science of Training and Development in Organizations.

Proposed practice for company cases

Add the exception
or correction

Record the case
and why it mattered

Another colleague
uses it

Expert checks
reasoning and limits

https://managingbusinessarchives.co.uk/case-studies/brewery-history-on-the-move/
https://managingbusinessarchives.co.uk/case-studies/brewery-history-on-the-move/


THE TALK IN ONE SLIDE

Use AI. Keep the ability to judge and change it.

Improve the task while retaining the ability to question the answer,
change systems and keep operating.

1 WORK
Tasks and cooperation

2 CONTROL
Decisions and
dependencies

3 PRACTICE
Learning and 
experiments

Bletchley, karaoke, Tate Sovereignty and AI audits Memory, badges, one pilot

Study basis: Dell’Acqua et al. (2023), task-dependent AI performance. HBS WP 24-013.
Dependency case: CMA (2025), Cloud services market investigation. The route is a LIMINAL synthesis.

https://doi.org/10.2139/ssrn.4573321
https://doi.org/10.2139/ssrn.4573321






03 ADAPTATION

Curiosity and motivation make learning possible

LIMINAL Loewenstein (1994), information-gap account. Ryan, Rigby & Przybylski (2006). Applied synthesis. 10

Curiosity
A question worth investigating

Motivation

Time to explore.
Permission to be uncertain.

“What are we missing?“
“What would change our view?“

Autonomy
 

Relatedness
 

Competence
 

Peopletolearn with and contribute to

Ameaningfulchoice within clear limits

Practiceandfeedback that show progress





1 WORK

Edward Travis, quoted in the exhibition

Bletchley Park: expertise and adaptable rules

8,995 people by January 1945
 Bletchley Park and its outstations

Intercepted
material

Specialists
and machines

Usable
intelligence

“A more formal machine could never adapt itself
so readily to the ever-changing needs.“

Case: GCHQ, Denniston (2017); Bletchley Park exhibit supplied by Sara. Workflow shown schematically.

https://www.gchq.gov.uk/information/dennistons-support-culture-individualism-and-ingenuity






1 WORK

Karaoke and AI adoption: trust, status and permission

Social setting

Willingness to take part

How people use the tool

Who goes first? Can an expert admit
uncertainty?

Study: Kelly (2011), Karaoke’s Coming Home: Japan’s Empty Orchestras in the United Kingdom.
Study: Edmondson (1999), Psychological Safety and Learning Behavior in Work Teams. doi:10.2307/2666999.

https://www.anthro.ox.ac.uk/people/dr-william-kelly
https://www.anthro.ox.ac.uk/people/dr-william-kelly
https://www.anthro.ox.ac.uk/people/dr-william-kelly


02 PEOPLE

Video games: culture and the individual

LIMINAL Kelly (2010), research on localisation. Ryan, Rigby & Przybylski (2006). Conceptual illustration. 06

Across cultural settings

Within the same setting

Norms shape content, meaning
and acceptable participation.

One person wants competition.
Another wants company, mastery
or exploration.



1 WORK

Tate’s lockers: a visitor’s account of cost and friction

8£ 

Store the bag

Onevisitor’s reported bill

Arrive

See the art

 £  Case account: Museum of Portable Sound, Tate lockers post, suppliedbySara. 8 is one visitor’s report.



The Ouija board and the feeling of agency

LIMINAL Andersen et al. (2019, online 2018). Conceptual illustration. 16

Tiny movements.
A shared outcome.
No clear feeling of
“I caused that.“

Ideomotor action:
movement without a conscious
intention to move.





scan.bottlecapai.com









davinci.space



davinci.space





LIMINAL 08 / CASE STUDY

09











Formal structure and informal systems

LIMINAL Krackhardt & Hanson (1993). Workplace examples below are illustrative. 14

AI policy

Risk escalation

Formal structure

Approval authority

Knowledge repository

Informal system

Whom do people ask first?

Whom can you tell bad news?

Which tool gets the work done?

Who can actually unblock work?

What to examine

Signals that never reach a
committee

Undisclosed tools and
assumptions

Dependence on one person

Expertise that stays invisible

A reorganisation changes the chart. Relationships need their own work.



Shadow AI follows human incentives

LIMINAL Dong et al. (2025), preprint. Job-application experiments, not a workforce prevalence estimate. 19

Status pressure
“Will they think I cannot do my job?“

Process friction
“The approved route does not solve this task.“

Performance pressure
“I need to finish this today.“

Visible policy can coexist
with invisible practice.









3 PRACTICE

Proposed curriculum in development with Konica Minolta. Original badges: LIMINAL Generali deck, pp. 39–50.
Training research: Salas et al. (2012), doi:10.1177/1529100612436661.

Resilience Academy: all 12 badges

The Master’s
Workshop
Knowledge transfer

The Neolithic
Village
Human-scale
organisation

The Hanoi
Rat-Tail Bounty
AI feedback loops

Versailles
Ritual
Process judgement

Bletchley
Judgment
Human-AI judgement

The Silk Road

Athenian
Parrhesia
Psychological safety

The Roman
Annona
Dependency mapping

Pompeii
Stratigraphy
Learning from
evidence

The Pylos
Archive
AI visibility and
governance
Lisbon 1755

The Phoenician
Network
Independent backups

Network resilience

Continuity and
improvisation

https://doi.org/10.1177/1529100612436661
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