If a tension arises suggesting a need for a
new circle or a change in a current one, this
can be addressed in a Governance Meeting,
ensuring the organization structure remains
dynamic and responsive.

6 Distributed Authority

A key feature of Holacracy is its distributed
authority system. Instead of a top-down
hierarchy where power rests solely with
the leaders, Holacracy disperses authority
throughout the organization based on de-
fined roles and their domains. This means
that each role has the autonomy to make de-
cisions and take actions within its domain
without needing to constantly seek permis-
sion from a superior.

For example, if you fill a role in the
”Customer Service” circle, you have the au-
thority to make decisions regarding customer
queries or complaints within the boundaries
of your role’s defined domain. This accel-
erates decision-making, reduces bottlenecks,
and fosters a sense of ownership, account-
ability, and empowerment among all mem-
bers of the organization.

7 Transparent Rules

Holacracy operates on a set of transparent
rules that everyone in the organization can
see, understand, and influence. These rules
are not hidden in a handbook that no one
reads, but are actively used and referenced
in the day-to-day operations, particularly in
Governance and Tactical Meetings.
Transparency in rules ensures everyone
understands the "game” they’re playing. It
helps prevent confusion and power strug-
gles that can arise from ambiguity. More-
over, because everyone has a voice in shaping
these rules during Governance Meetings, it
encourages a sense of shared ownership and

alignment around how the organization op-
erates. This way, every member is aware of
their rights, responsibilities, and the avenues
available to them for addressing any tensions
they sense.

8 Call to Action:

Ready to transform your organization into
a dynamic, responsive, and purpose-driven
entity? Embrace Holacracy and unleash the
potential of distributed authority and pur-
poseful work!

You are invited to explore more about
this revolutionary management system. We
offer workshops and consultations designed
to guide you through the transition and im-
plementation process. Take the first step in
this transformative journey. Step into a fu-
ture where your organization operates at its
full potential, where roles are clearly defined,
and where everyone’s voice is heard. Em-
brace the change. Embrace Holacracy.

9 Contact

To learn more about Holacracy can check out
https://holacracy.org

Here are some books that provide an in-
depth understanding of Holacracy:

"Holacracy: The New Management Sys-
tem for a Rapidly Changing World” by Brian
J. Robertson This is the seminal book on Ho-
lacracy by its creator, and is considered a
must-read for anyone looking to understand
or implement the system.

"Reinventing Organizations: A Guide to
Creating Organizations Inspired by the Next
Stage of Human Consciousness” by Fred-
eric Laloux While not exclusively about Ho-
lacracy, this book explores the new wave
of organizations (including those using Ho-
lacracy) that operate on principles of self-
management, wholeness, and evolutionary
purpose.
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1 Introduction to Holacracy

2 Brief Introduction

2.1 Holacracy: A New
Paradigm for Organiza-
tional Management

Holacracy represents a shift away from the
conventional, top-down hierarchical busi-
ness model. It’s a ground-breaking self-
management practice designed to empower
every team member. With a focus on work
instead of people, and roles instead of ti-
tles, Holacracy distributes authority and
decision-making throughout an organization,
fostering transparency, accountability, and
agility. Discover a more flexible, adaptable,
and responsive way of running your organi-
zation with Holacracy.

3 Core Elements of Ho-
lacracy

3.1 Roles instead of Job De-
scriptions:

In the dynamic world of Holacracy, tradi-
tional static job descriptions give way to fluid
and adaptable roles. Each team member
may fill several roles at a time, often across
different teams, in line with their skills, in-
terests, and the evolving needs of the or-
ganization. Roles are continually updated
and defined through the collective intelli-
gence of the team, ensuring that they reflect
the work that truly needs to be done. This
approach not only optimizes workflow but
also harnesses the full potential of your team,
promoting job satisfaction, engagement, and

productivity. Embrace the power of role-
based work with Holacracy, and drive your
organization into a future of adaptability, re-
silience, and growth.

3.2 Dynamic Steering

Dynamic Steering is a unique decision-
making process embraced by Holacracy. It
is fundamentally different from traditional
consensus-building or top-down directive
models. In Dynamic Steering, decisions are
made when there is enough information to
make a "safe-to-try” move, rather than wait-
ing for complete certainty or full agreement.

To illustrate, imagine a team considering
a new marketing strategy. Rather than de-
bating the perfect approach or waiting for
complete data, the team would ask, ”Is this
strategy safe enough to try and valuable
enough to merit a trial?” If the answer is
yes, they move forward. This encourages
rapid learning, adaptability, and resilience,
and also fosters a culture of experimentation
and continuous improvement.

3.3 Tensions as Opportunities

Holacracy views tensions differently from
traditional management structures. Rather
than seeing them as problems, tensions are
seen as opportunities for enhancement. A
tension, in the Holacracy context, is the
sensed gap between the current reality and
the potential we sense - the difference be-
tween 'what is’ and 'what could be’.

For example, a team member feeling ten-
sion about the lack of a clear communica-
tion protocol isn’t seeing this as a 'problem’



to be ’solved’, but rather a potential for im-
provement. The aim is not to eliminate the
tension, but to use it as a driver for change
that brings the organization closer to its pur-
pose. In this way, sensing and processing
tensions becomes the primary driver of or-
ganizational evolution, ensuring the organi-
zation is always learning and adapting.

3.4 Tactical Meetings

Streamlining ~ Operations  for  High-
Performance Teams

While Governance Meetings shape the
overall structure of your organization, Tac-
tical Meetings keep the gears turning
smoothly. These meetings are specifically
designed to bring focus to ongoing opera-
tions, track progress, and quickly triage any
operational hitches that might arise.

In a Tactical Meeting, team members up-
date each other on the statuses of their var-
ious roles, and ’tensions’ (i.e., gaps between
what is and what could be) are discussed and
processed into concrete actions. This sys-
tematic approach keeps everyone informed
and engaged, enabling the team to synchro-
nize their efforts, resolve issues swiftly, and
stay focused on their tasks. Tactical Meet-
ings offer a space for rapid-fire problem-
solving and collaborative decision-making,
ensuring your operations stay streamlined
and effective.

Holacracy’s Tactical Meetings are about
swift action, clear communication, and sus-
tained momentum. Adopt Holacracy to in-
fuse your operations with efficiency, respon-
siveness, and resilience.

3.4.1 An Example of a Tactical Meet-
ing:

Let’s paint a picture of a Holacracy Tactical
Meeting in action.

The meeting begins with a ’check-in
round’, where each team member briefly
shares how they’re arriving at the meeting.
This clears the space and brings everyone
present. Next is the 'metrics review’, where
critical numbers reflecting the health of the
operations are shared, providing everyone
with an understanding of where the team
stands.

Then comes the ’project updates’ seg-
ment. Here, individuals succinctly report on

their assigned projects - just the facts, not
full stories. For example, ”Website redesign -
in progress, expected to finish by next week.”

After updates, the team enters the
’triage’ stage, which is the heart of the Tacti-
cal Meeting. Here, anyone can raise a tension
they’ve sensed in their role, with the aim of
making it actionable. Suppose a team mem-
ber in charge of customer relations brings up
a tension: "We’ve been receiving complaints
about delayed responses.”

The facilitator, maintaining the meet-
ing’s structure and flow, would ask, "What
do you need?” The team member might re-
spond, "I need an extra hand to manage the
volume of customer inquiries.” The team can
then discuss potential solutions, such as re-
assigning some roles or hiring a new team
member.

Finally, the meeting closes with a ’clos-
ing round’ where each member can share re-
flections or appreciations about the meeting.
This practice reinforces the collaborative cul-
ture and leaves the meeting on a positive
note.

With Holacracy’s Tactical Meetings,
you're not just talking about work; you're
doing the work, in real-time, ensuring your
team stays agile and cohesive.

3.5 Governance Meetings

Power to the People: Evolution and Clarity
through Collective Decision-Making

Underpinning the Holacracy system are
regular Governance Meetings, where the evo-
lution of the organization is shaped collec-
tively. These structured sessions provide a
forum for everyone to participate in refining
roles, defining responsibilities, and setting
expectations. Within a ’safe-to-fail’ environ-
ment, team members can propose changes
or voice concerns, sparking discussions that
lead to actionable outcomes.

Each participant has an equal voice, and
decisions are made based on the princi-
ple of ’integrative decision-making’. This
means the group works together to find so-
lutions that address all expressed concerns,
not just those of a majority or senior per-
son. Through this process, roles are contin-
ually updated and fine-tuned to better align
with the organization’s purpose and strat-
egy. Governance Meetings in Holacracy are

all about shared leadership, transparency,
and alignment.

3.5.1 An Example of a Governance
Meeting:

Let’s explore the unique dynamics of a Ho-
lacracy Governance Meeting.

The meeting starts with a ’check-in
round’, similar to the Tactical Meeting.
Each team member shares their mindset
coming into the meeting, enabling everyone
to arrive in the present moment.

Next is the ’administrative concerns’
phase.  Here, any logistical issues, like
scheduling or minutes from the last meeting,
are quickly addressed.

Then we move to the ’agenda building’
stage. Each team member has the oppor-
tunity to add governance items - tensions
about the team’s structure or processes that
they believe need to change. These items
are rapidly listed without discussion, focus-
ing only on naming the tensions. For ex-
ample, "Overlapping roles in marketing” or
”Unclear decision-making process in content
creation.”

We then enter the main part of the meet-
ing, the ’integrative decision-making pro-
cess’. Each agenda item is processed one at
a time, with the goal to reach an outcome
that resolves the tension.

Take for example the "Overlapping roles
in marketing” tension. The person who
raised the issue would describe the tension
and propose a change, like defining more spe-
cific domains for each marketing role. Then,
each team member is invited to ask clarifying
questions.

Next comes the 'reaction round’, where
everyone gives a quick reaction to the pro-
posal. One might say, "This will help me
understand who to approach for specific mar-
keting issues.”

The proposer then has a chance to
’amend and clarify’ their proposal based on
the reactions. They might refine the role do-
mains further based on the feedback.

The facilitator then calls for 'objections’.
An objection is not just disagreement, but
a reasoned explanation of why a proposal
could harm the organization. If there are
no objections, the proposal is ’adopted’. If
there are, each one is processed - the group

works together to address and integrate valid
objections, revising the proposal as needed.

Finally, the meeting ends with a ’closing
round’, just like the Tactical Meeting. This
allows everyone to reflect on the process and
leave on a positive note.

Through Governance Meetings, Ho-
lacracy enables every team member to influ-
ence the structure and processes of the or-
ganization, fostering ownership, clarity, and
alignment across the board.

4 The Holacracy Consti-
tution

The Holacracy Constitution serves as the
cornerstone of any Holacratic organization.
This written document is the definitive "rule
book” that guides how the organization op-
erates. The Constitution lays out the "rules
of the game” and provides methods for struc-
turing and governing the organization.
Unlike a conventional corporate charter,
the Holacracy Constitution isn’t customized
for each organization. It’s a standard docu-
ment that articulates the core principles and
practices of Holacracy, ensuring that power
is truly distributed. Everyone in the orga-
nization, from the CEO to the newest hire,
is bound by the same set of rules, providing
transparency and equal footing for all mem-
bers. Latest copy can be found at: https:
//www.holacracy.org/constitution

5 Circle Structure

Holacracy organizes work into ”circles” or
teams. Each circle has its clear purpose and
domains, along with the authority to execute
its tasks. Circles are self-organized, and roles
within the circles are defined based on the
work that needs to be done to achieve the
circle’s purpose.

For example, a company might have a
"Marketing” circle, which has its specific do-
mains (like managing the company’s web-
site, or handling social media) and roles (like
Content Creator or Social Media Strategist).
Each role has the autonomy and authority to
make decisions within its domain, which fos-
ters efficiency and innovation.

Furthermore, circles are not static but
can evolve based on the organization’s needs.



