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About the report

This Masterclass content, report and infographic are attributed to the work of Jen Kelchner, Laura 
Hilliger and Gráinne Hamilton under a CC BY-SA 4.0. Content creation and delivery was a collaboration 

between LDR21, Ardcairn and We Are Open.

Any content within this report cited as a source should be attributed as: Open Principles, New Paradigm 
by Jen Kelchner, Gráinne Hamilton and Laura Hilliger.

For further information, or to quote or reference additional outcomes,  please contact 
support@ldr21.com.

Open Principles, New Paradigm Pilot in Review

https://creativecommons.org/licenses/by-sa/4.0/legalcode
https://www.ldr21.com
https://ardcairnassociates.com/
https://weareopen.coop
mailto:support@ldr21.com


Inside 
the pilot.



5

Fostering a community of 
trust.
Originally when we were contacted by Red Hat, we 
were looking to conduct an interactive workshop 
throughout 8 countries in Europe focusing on open 
leadership and DevSecOps. And then, the pandemic 
struck and travel stopped. 

We all began to wonder how we would not only put 
out the fires blazed by a global pandemic, but how 
could we get a jumpstart on finding balance and 
ability to grow in the “post-pandemic” world. 

CC-BY-ND Bryan Mathers
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Fostering a community of 
trust.

In partnership with our client, we crafted a strategy 
to offer the public sector a way forward in the new 
paradigm using the foundations of open principles. 
And so the New Paradigm Masterclass was put into 
motion, so that Red Hat could stand with their 
customers to actively solve problems, in real time. 

What we discovered was that leveraging a 
community of trust to safely share ideas, challenges 
and successes would exceed our expectations! 

CC-BY-ND Bryan Mathers
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We delivered a Masterclass for the public sector on open 
principles and facilitated discussion on creating more 
sustainable services in the new paradigm. 

Inside the pilot.

3 Weeks
6 Sessions
90-minute sessions

The Overview

Expert led + facilitated, Peer learning, Open 
engagement, Community of Trust, Planning workbook, 
Content

Included

UK, Ireland, Sweden, Germany
Cohorts from

Open Principles, New Paradigm Pilot in Review
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Masterclass Benefits

Skills for Life: The skills developed in this 
environment can be used immediately and in 
multiple scenarios

Safe Space: A trusted, closed space with the 
freedom to experiment with ideas without 
judgement

Collaborative: Work with other ministries & 
agencies which can lead to comprehensive 

“joined up” plans 

Exploration: Look at how your resources can be 
targeted more efficiently

👉
  D

ow
nload Infographic

Open Principles, New Paradigm Pilot in Review

https://ldr21.com/wp-content/uploads/2020/11/Masterclass-Pilot-Infographics.pdf
https://ldr21.com/wp-content/uploads/2020/11/Masterclass-Pilot-Infographics.pdf


“ “
This will help me build more 
relationships with my 
customers. And, will help me in 
implementing new projects!

From our participants
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By using transparent 
processes, we bring people 
along with us and with a 
united desire to succeed.

Hearing how culture 
affects our employees 
has been helpful!

This helped us 
think differently 
about our processes.

“ “
Open Principles, New Paradigm Pilot in Review
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Openness is becoming increasingly central to the ways groups 
and teams of all sizes are working together to achieve shared 
goals. 

And today, the most forward-thinking organisations—whatever 
their missions—are embracing openness as a necessary 
orientation toward success. 

~ The Open Organization

Principles of Open
Shared values defined by the opensource community are a set of five foundational principles that 

are interdependent on each other

For more information on the definition, maturity model, and other resources on the open principles; 
visit The Open Organization (an upstream community sponsored by the Red Hat Open Source Program Office)

Open Principles, New Paradigm Pilot in Review

https://theopenorganization.org
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Fundamentals of Working Openly
Open Principles: Adaptability, Transparency, Inclusivity, Collaboration, Community

63%
There is a misperception about what open means and its 
effect on people, organising for work and the impact on 
development. We lost 63% of our participants after session 
one because they did not see the connection between open 
principles and their focus on open source documentation 
and process. Completing the course would likely have 
shifted their opinion.

Misunderstood the value of open

Session One: 

● We asked what “working openly” meant to each participant.
● Participants focused primarily on opensource projects and 

development as their understanding of open.

Open Principles, New Paradigm Pilot in Review
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Fundamentals of Working Openly
Open Principles: Adaptability, Transparency, Inclusivity, Collaboration, Community

What does 

‘working openly’ 

mean to you?

Sharing ideas, code, and people 
networks for the betterment of 
projects

Flat structure

Lack of control or responsibility 
going forward for an application

Sharing knowledge but 
expecting contribution in return

Open data

The speed of security updates 
and transparency is excellent. 

Costs are often less which means 
more features and better 

functionality for your money. 

Open Principles, New Paradigm Pilot in Review
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What are the barriers to Open?
We asked participants what they perceived as challenges to open source or open principles

“It is really hard to collaborate 
with municipalities around the 
world. Sharing is easy. 
Replicating is hard.”

“The retention and overhead of 
certain skill sets to implement an 
open data infrastructure.”

“There is a lot of movement of staff 
between public bodies at the moment. So 
the loss of knowledge from a team can 
impact the performance or service 
availability.”

“Documentation is fundamental 
and we need more resources.” 

“You are dependent on voluntary 
contributions of code for functionality 
and maintenance if you don’t have the 
capability in the team.”

“Not being able to share certain 
content online because it is restricted 
within our organisation [per paid 
contracts].” 

“Management of the 
organisation’s expectations”

“With the paradigm shift, we are 
primarily in extremely structured 
environments (hierarchical) and required 
to work within that hierarchy for 
compliance and policy.” 

Open Principles, New Paradigm Pilot in Review
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“Documentation is poor on many opensource projects”

“The lack of coherent documentation is a negative” 

“Versioning changes so quickly it is hard to keep up”

“Fragmentation of dependent libraries is a concern”

“Some packages have a myriad of contributors each adding a 
dependent component. These projects can have 2 or 3 contributors 
and thus they may have security issues or simply be stopped in 
development.”

These statements have been sourced from participants of the pilot and show their experience or perspectives. 
It highlights that often “open” is considered the issue rather than problematic processes related to systems, 
development, governance, process, project, culture, or behaviors, that “open” could, in fact, help remedy.

What are the [perceived] blocks 
to using opensource?

15
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About the data
Open Principles, New Paradigm Masterclass Pilot

During the course of our six sessions, participants used an etherpad for engaging and answering questions. We 
took these [roughly] 125 data points searching for connection and meaningful use. 

We were then able to create four main sections with subcategories to begin to quantify the information uncovered 
through this community of trust. 

In this section, you’ll be able to understand in a broad sense how we came to uncover the most meaningful point of 
this work. That open principles as the foundation for people, leadership, process, systems and structures 
leads to the ability to flourish.

Open Principles, New Paradigm Pilot in Review



People + Leadership

Sharing/Hearing one’s voice
Empathy

Ownership
Leading others

Connection
Intrinsic Motivations

Recognition
Human Competencies/Skills

Through the lens of culture
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Systems + Process

Processes
Flow of Work

Access to Information

Structures + Governance

Operations
Governance

Hierarchy
Distributed Leadership

Policies

Culture encompasses our ways of working, leading, managing as well as our policies, processes and ways 
of organising. Here is how we will frame culture when looking at outcomes.

Open Principles, New Paradigm Pilot in Review
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CONNECTION
Relationship

Sense of Value
Sense of Belonging

Communication

PERSPECTIVES
Inclusion

Intrinsic Motivation
Skill Sets

Ownership
Voice

Points of View

RECRUITMENT
Attraction
Retention

People 
Management

PROCESS
Governance

Ways of working
Flow of work

Access to 
information 

The Four Sections
After reviewing data from the six sessions, we identified four key areas woven throughout the 

conversation. Here is how we categorized the data to highlight the greatest impacts.

Open Principles, New Paradigm Pilot in Review
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Challenges: Old Paradigm
What has been missing in the old paradigm of organising for work?

We see that the old ways didn’t allow for human connection and competencies to impact work.

Challenges were attributed to:

Connection - 20%

Perspectives - 60%

Process - 20%

People - Leadership Structures - Governance Systems - Process

59% 29% 12%

Challenges were attributed to:

Perspectives - 60%

Process - 20%

Recruitment - 20%

Challenges were attributed to:

Perspectives - 50%

Recruitment - 50%

*Percentages have been rounded  Open Principles, New Paradigm Pilot in Review
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Opportunities for improvement:

Connection - 40%

Perspectives - 40%

Process - 20%

People - Leadership Structures - Governance Systems - Process

26% 21% 53%

Opportunities for improvement:

Connection - 75%

Perspectives - 25%

Opportunities for improvement:

Connection - 20%

Perspectives - 30%

Recruitment - 50%

Opportunities: New Paradigm
What do we need to address in the immediate future as the new paradigm comes in? 

The new paradigm demands we address systems and process to lead, sustain and grow effectively.

*Percentages have been rounded  Open Principles, New Paradigm Pilot in Review
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What does all of this 
mean?

The old paradigm was focused on 
structures and processes  that prevented 

flow and the ability to flourish as 
humans. Still employing outdated 

management and business structures 
even while creating innovative 

technologies.

.Open Principles, New Paradigm Pilot in Review

The new paradigm is now focused on  
being human-centric and adaptable at 
every turn. This means that our work 

will be centered on people, leadership, 
new processes, and structures that 
allow for the flow and ownership.

.

Production of work 
without engagement

Empowering humans to 
flourish

vs.



A Way
Forward.
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The word open is often only associated 

with open source or open processes 

related to software development and 

projects. 

THE CULTURE

1
The importance of Culture and 

Leadership in “open” is unknown or 

unclear.

2
There is a lack of awareness that 

“open” is a continuum and can (and 

should be) scaled up and down 

depending on context.

Breaking down 
perception is the key.

24

CC-BY-ND Bryan Mathers
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Open leads to 
ownership, clarity and 
empowerment.

We reviewed over 125 data points from our conversations that 

point to the benefits of open principles for people, the organization 

and society with one clear outcome -  that open principles allow for 

the ability to flourish.

.
Sense of ownership + clarity

Ability to grow + adapt

Human-centric + value based

Open Principles, New Paradigm Pilot in Review
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The Continuum of Open

Open Principles Org Structures
There is a perception that open can’t be used in 

some contexts.

There is a lack of awareness that... 

The principles exist on a spectrum and  have 
“levers” that can be turned up or down depending 

on context.

The levers might be turned up or down for external 
and internal purposes.

There is a perception that open in terms of 
organisational structures are hierarchy vs. 

distributed / flat structures.

There is a lack of awareness that... 

Openness can exist in a variety of organisational 
structures but the levers will be turned up or down 

depending on context.
26

Open principles and organisation models exist in a continuum 

Open Principles, New Paradigm Pilot in Review
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How will you implement Open?
We asked participants to identify their opportunities for change and implementation of this conten.

“I can be me!”

“Increasing the inclusion of 
other colleagues and bringing 
them along.”

“We have a network of data 
analytics within the 
department for anyone with 
interest or skills to help us 
reach a wider audience for 
participation.”

“Starting conversations”

What concept provides you with 
an opportunity to change?

“Do more. Be more open to collaboration, communities and other points of 
view!”

“Assign more time to preparing education material. Web developments 
take so long and delays the product benefit to the public.”

“More open to ideas about implementing and running open.”

What do you intend to implement as a result of your learning from these 
masterclasses?

“My network and knowledge bank will explode!”

“New technologies and ideas for how to implement a project.”

“Building more of a relationship with my customers.”

“Get a wider range of colleagues to express themselves more.”

“Keep in mind the concept of openness and try to apply where possible by 
looking for the opportunities to do it!”

What opportunities do you see with implementation of openness?

Open Principles, New Paradigm Pilot in Review
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Who we are.
Jen has worked with Executive Leaders for 15 years and in Open leadership and culture for 5 years 
as an Open Org Ambassador. She’s partnered with Red Hat for the last 5 years including speaking at 
Government Summits and the 53rd ICA conference. 

Jen Kelchner

Gráinne has worked with government, industry, and education over the last 20 years focusing on 
open education and open standards development. She co-developed the concept and blueprints for 
open digital badge-based pathways with Mozilla, and Cities of Learning UK with the RSA. She is one 
of the authors of the Open Scotland Declaration.

Gráinne Hamilton

Laura has worked in between open source and non-profits/public sector for her entire career. She 
brought open principles to Greenpeace International, work that won her the 2020 Women in IT 
Digital Leader of the Year Award. She has also been an Open Org Ambassador for 5 years, and 
spent over 5 years working with Mozilla, a tech advocacy non-profit you might know as Firefox.

Laura Hilliger

Award Winning

Game Changers

Connected

https://twitter.com/jenkelchner
https://linkedin.com/in/jenkelchner
https://opensource.com/users/jenkelchner
https://ldr21.com
https://twitter.com/grainnehamilton
https://www.linkedin.com/in/gr%C3%A1inne-hamilton-9064559/
https://medium.com/@grainnehamilton
https://weareopen.coop
http://twitter.com/epilepticrabbit
https://linkedin.com/in/laurahilliger
https://ardcairnassociates.com
https://hundred.org/en/innovations/cities-of-learning-uk
https://www.laurahilliger.com/techie/2020-digital-leader-of-the-year/
https://www.laurahilliger.com/blog/


We have combined all of our skills and deep expertise to 
empower leaders to manage difficult shifts as transformation 

in the new paradigm unfolds.

We deliver participatory, peer-powered masterclasses and 
courses in communities of trust

We help leaders bring their ideas and pre-conceptions into a 
safe space where they can transform them through open 

discourse with peers

We facilitate the alchemy process of thoughts morphing into 
new insight 

We create a space that is inspired by collective thinking
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Contact Us
Would you like to have an expert-led and facilitated 
Community of Trust in your organisation?  Or, one 
of our digital residency/masterclasses?  

Let’s talk!

ldr21.com

support@ldr21.com

https://www.ldr21.com
mailto:support@ldr21.com

