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The paper is devoted to developing the approach to implementation of flexible organizational structures in the
company, considering holacracy structure as an example. Every company eventually faces the problem of imple-
menting or strongly changing its organizational structure, and COVID-19 pandemic increased the need in such
changes. Today the increasingly demanded are flexible organizational structures, especially by small and mid-
dle-sized companies, which in the same time have lower managerial expertise and thus require clear recommen-
dations on implementation of such kind of organizational structure. The approach proposed in the paper, includes
stages aimed on training the company’s staff to work under the new organizational structure, piloting (implementing
new structure in one unit and analyzing the results) and final implementation of new structure.
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CrarTsa npucesyeHa po3pobui nigxony A0 3anpOoBaMKEHHS THYUYKUX OpraHisauiiHix CTPYKTYp y KOMNaHii Ha npu-
Knagj xonakpatuyHoi CTPYKTYpU. KoXHa KOMNaHis paHo um Ni3HO CTUKAETLCA 3 NP061eMoto BNPOBaKEHHS UK Kap-
[VNHa/IbHOI 3MiHU CBOET OpraHisauiiiHoi CTPYKTypwM, i enigemisi COVID-19 nuiwe nocunmna notpedy y Takmx 3miHax.
CbOrofiHi rHyuKi opraHisauiiiHi CTPYKTypU CTatoTb BCe Gifbll 3aTpedyBaHMU, 0COOIMBO 3 6OKY MasIuX Ta cepefHix
MigNPMEMCTB, SiKi BOAHOYAC MaKTb HUXYMIA piBEHb YNPaBAiHCLKOI eKCNepTU3n | TOMy NOTPeBYIOTb YiTKUX peKOMEH-
Jauiin 1080 BNPOBaKEHHS HOBMX THYUKMX OpraHizauiliHux CTPyKTyp. 3anponoHOBaHuUiA y CTaTTi Migxig BkIOYae
eTanu, CNpsIMOBaHi Ha HaBYaHHSI NEPCOHaJUTY KOMMNaHii po60Ti B paMKax HOBOT OpraHisauiliHoi CTPYKTYPW, 34iNCHEHHS
NiNOTHOrO NPOEKTY (BNpPOBaMKEHHSA HOBOI CTPYKTYPU B OAHOMY MNigpo34ini Ta aHasli3 oTpMMaHuX pesysbsTariB) Ta
0CTaTo4He BMPOBAKEHHA HOBOI CTPYKTYpWU. Tak, Ha NnepLuoMy etani NpornoHyeETbCA HaBYUTW NEepCcoHasT 06paHoro
[N NiNIOTHOTO MPOEKTY CTPYKTYPHOrO Migpo3aily 0CO6MBOCTSAM HOBOI OpraHi3aliiiHoi CTPYKTYpH LUAISIXOM NpoBe-
[leHHA cepil TpeHiHriB. Hagani HeobxigHO po3po6uT NpasBoBy 6a3y Ta KOMNIEKT BHYTPILLHIX 4OKYMEHTIB A/151 HOBOI
opraHi3auiiiHoi CTPyKTypw, MICNS YOro (SKWO MOBa e Npo BNPOBaXEHHSA caMe XOnakparTii) 34iiCHUTU NifnoTHe
BNpOBaKeHHS KOHCTUTYLi XonakpaTii, HOBOI OopraHi3auiiiHoi CTPYKTYpy Ta HOBOTO Habopy AOKYMEHTIB (y mepLuy
yepry — onucy poneii) Sk OCHOBHOrO Habopy NPaBw/1 A0 06PaHOro CTPYKTYPHOTO Miapo34iny koMmnaHii. Ha HacTynHux
eTanax mMae 6yTu gocnimkeHa i npoaHasizoBaHa fis/IbHICTb 06paHOro ANs NiNOTHOTO NMPOEKTY CTPYKTYPHOrO nia-
po34iny nicns BNpoBayKeHHs HOBOI CTPYKTYPK, 3p06/1eHO BiANOBIAHI BUCHOBKM Ta BHECTY 3MiHU 4,0 NpaBoBOi 6a3u,
opraHi3auiiiHoi CTpyKTypwW Ta BignoBigHOro Habopy npasw. [icns ycnilHOro 3akiHYeHHs MiIOTHOrO MPOEKTY CAif,
MPOBeCTM NormbneHe HaB4aHHA BCbOro NePCOHasTy KOMNaHii NpuHUmMnaM i npaesunamM xonakparii i BnposaguTi HoBy
opraHisauiiiHy CTPYKTYpYy, Bi4NOBifHI OpraHi3auiiiHi JOKYMEHTW | TEXHIYHI 3ac06n B MacluTabax yciei komnarii. Mpw
LibOMY OHWM i3 K/IIOUYOBMX AOKYMEHTIB € ONUC POSIENA, SKUIA, OKPIM IHLLIOTO, Ma€e 6yTW iIHTErPOBAHUIA 3 OMUCOM iCHYHO-
ymx Gi3HeC-NpoLLeciB KOMMaHii Ta MiICTUTK onunc cdep BiANOBIAA/ILHOCTI CMIBPOBGITHUKIB Y pamkax 6i3HeC-NpoLLECiB.

KniouoBi cnoBa: opraHisauiiiHa CTPyKTypa, rHy4ka opraHisaviiiHa CTpykTypa, opraHisauiiiHuii gu3aiiH, Bnposa-
[DKEHHS opraHisayiiiHoi CTPpYKTYypU, Nigxig 40 BNPOBaMKEHHS OpraHizauiiiHoi CTPYKTYpW.

CraTbs NoCBALLEHA pa3paboTke Noaxosa K BHEAPEHUIO TMOKUX OpraHnU3aLoHHbIX CTPYKTYP B KOMMNAHUW Ha Nnpu-
Mepe XonakpaTuyeckol CTpyKTypbl. Kaxaas komnaHust paHo Uim no3gHo CTaslkuBaeTcst ¢ Npobnemoii BHeapeHus
W KapAWHaIbHOTO M3MEHEHWSI CBOE OpraHu3auyoHHON CTPYKTYpbl, 1 anugemuss COVID-19 Tonbko ycunauna
noTpebHOCTb B TaknX M3MeHeHusX. CerogHa Bce 60nee BOCTPeBOBaHHbIMU ABMAKTCS rMOKME OopraHu3aLnoHHbIe
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CTPYKTYpbl, 0COGEHHO CO CTOPOHbI MasIbIX M CPEAHUX KOMNAHWUIA, KOTOPbIE B TO e BPEMSI UMEOT 60/1ee HI3KWiA ypo-
BEHb YNpaB/IEHYECKOW 3KCMEPTU3bI 1 MOITOMY HYXAAKTCSA B YETKUX PEKOMEHAALMSX MO BHEAPEHWIO TakUX OpraHu-
3aUMOHHBIX CTPYKTYp. Mpeanaraemblii B CTaTbe NOAX0[, BK/KOYAET 3Tanbl, HaNpaB/ieHHbIe Ha 06yYeHMe nepcoHana
KOMMaHuM paboTe B pamMkax HOBOW OpraHW3auMOHHON CTPYKTYPbI, NIOTHbIV MPOEKT (BHEAPEHUE HOBO CTPYKTYPbI
B OAHOM MoApasae/iEHNN U aHaIM3 MOJyYEHHbIX PE3Y/NLTaToB) M OKOHYATE/IbHOE BHEAPEHWE HOBOI CTPYKTYPbI.

KnioueBble cnoBa: opraHu3aunMoHHas CTPYKTypa, rmbkas opraHv3auMoHHas CTPyKTypa, OpraHv3alOHHbI
AV3aiiH, BHEAPEHNE OpraHn3aLMIOHHOR CTPYKTYPbI, NOAXOA K BHEAPEHWUIO OPraHN3aLyiOHHOM CTPYKTYPbI.

Problem statement. Organizational structure
plays an important role in the activity of organi-
zation, strongly impacting its ability to achieve
goals via rational labor division and distribution of
tasks among employees, securing clear commu-
nications, accountability and control procedures.
Indeed, organization is one of the key manage-
rial functions, and design of organizational struc-
ture is one of the key tasks within it [1; 2].

In the same time, there is no optimal type of
organizational structure fitting all the companies.
Existence of numerous types of organizational
structures complicates the choice of the type
appropriate for exact company. This happens
because of multiple external and internal factors
impacting the type of organizational structure
optimal for the company [3; 4, p. 9]: strategy,
age, size, technical system as internal factors
and stability, complexity, diversity and hostility of
environment as external factors. After choosing
the type of organizational structure according to
the factors mentioned above, the company must
implement it, and this seems a complicated task.
Moreover, being once implemented, the orga-
nizational structure is not preserved once and
forever, as company’s internal and external
environment evolve and thus require reconsid-
eration and re-implementation of organizational
structure. This means implementation of organi-
zational structure is complicated task that every
company faces with some regularity. Thus,
developing the approach to implementation of
organizational structure is a relevant scientific
and practical task.

Analysis of recent research and publica-
tions. Organizational structures, their features,
types and approaches to implementation were
studied by such foreign and domestic researches
as Bolshakov A., Bykova A., T. Lepeyko, Meskon
M., Osovska G., Sladkevich V., Sobol S., Khmil
F., Vesnin V., Vikhanskiy O. and many others.
While classical types of organizational structures
belong mostly to bureaucratic type [1; 3; 5], today
more and more companies tend to implement
organic structures [4; 6; 7; 8]. Bain & Company,
a global-wide consulting company, has provided
its research [9] stating that 56% of top-managers
all over the world agree that bureaucracy and

excessive levels of hierarchy are putting compa-
nies at a competitive disadvantage. In the same
time, supply chain capabilities become increas-
ingly vital for companies (2/3 of top-managers
agree with this statement), thus, companies
become more dependent on networking and are
less able to put the key success factors under
their direct control.

Especially organic structures become rel-
evant in conditions of COVID-19 pandemic
[10], thus contemporary researches are maostly
devoted to adaptation of companies to pandemic
challenges such as remoted work, flexibility and
interchangeability, etc.

Another direction of contemporary researches
are related to further development of new types
of organizational structures. One of the new-
est organizational structure types is holacracy,
being founded in the early 2000s. Holacracy
Constitution — the document describing the lead-
ing principles for this kind of organizational struc-
ture — describes it as flat and flexible structure
consisting of roles joined to circles, and defines
rules of cooperation, rules for tactical meetings,
authority distribution, governance process [11].

Emphasizing the unresolved parts of the
general problem. Despite numerous works
describing types of organizational structures,
factors defining its choice, the elements of struc-
tures and the rules of their combination, there
is still a deficit of works describing exact steps
necessary to implement of reset the organiza-
tional structure in the company. Thus, compa-
nies management is not equipped enough with
tools necessary to implement new structures.
Especially this claim is relevant for flexible struc-
tures, which are relatively new, and are more
applicable for small and middle-sized compa-
nies, which traditionally have lower managerial
expertise comparing with big companies. Thus,
the procedures of implementation the flexible
organizational structures in the companies are
strongly required by the business management.

Purpose statement. Purpose of the paper
is to develop the approach to implementation of
flexible organizational structures in the company.

The main research material. The approach
developed by the author of this paper implies
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that in order to implement a new flexible organi-
zational structure at a company, the following set
of activities have to be performed:

A. Understanding of the new organizational
structure by the staff of the selected structural
unit. After the type of organizational structure to
implement is defined by top-management, the
series of trainings must be provided in order to
inform staff about main features of a new struc-
ture. In order to be more specific, the further
stages are provided in the example of such type
of flexible organizational structure as holacracy.

B. Development of the legal background and
set of internal documents for the new organiza-
tional structure.

C. Implementation of Holacracy Constitution
[11], Holacracy organizational structure and the
new set of documents as the basic set of rules to
one selected structural unit of a company.

D. Investigation of the work of the structural
unit under Holacracy organizational structure.

E. Analysing of the issues appeared during
the working of the structural unit under Holacracy
organizational structure.

F. Making conclusion on needed changes to
the rules of Holacracy organizational structure
based on received real experience of the struc-
tural unit.

G. Making changes to the legal background
and to the Holacracy organizational structure
based on the conclusions received from real
experience.

H. Implementation of changes to the work of
the structural unit, which already works under
Holacracy organizational structure, based on the
received conclusions and updated documents.

I. Investigation of the work of the structural
unit under Holacracy organizational structure
considering the changes implemented.

J. Analysing of the issues appeared during
the working of the structural unit under Holacracy
organizational structure considering the changes
implemented.

K. Making conclusion on the successfulness
of the Holacracy organizational structure inside
the structural unit.

L. Deep training of all the company’s staff on
the principles and rules of Holacracy.

M. Implementation of Holacracy Constitution,
Holacracy organizational structure and the new
set of documents as the basic set of rules to
entire company.

In order to illustrate the order of implementa-
tion of the recommended approach, the Project
evaluation and review technique (PERT) can be
used.

Project evaluation and review technique is
used in order to control the implementation of
projects of the company for achieving a certain
outcome. Their use is effective in cases when the
achievement of a goal requires consistent (coor-
dinated) actions of many performers from com-
plex areas of work, a large variety of work and the
relationship of the performers. Project evaluation
and review technique allows to [12, p. 12]:

identify the list of works of the project;

visualise order of works;

determine the duration of each work and the
whole project;

identify the critical works of the project and its
critical path;

determine the reserves of time for each work.

Project evaluation and review technique is
based on depicting the PERT chatrt, that is a sta-
tistical tool designed to analyse and represent
the tasks involved in completing a given project.
PERT chart is a dynamic model of the project,
which reflects the technological dependence and
sequence of complex of works, coordinates their
accomplishments over time, taking into account
the cost of resources and the cost of work under-
lining narrow (critical) sites.

To create a project model it is necessary to
use [12, p. 12]:

a list of all works required to complete the
project (work breakdown structure — WBS);

events that are milestones between activities;

the time (duration) that each activity will take
to completion;

the dependencies between the activities.

PERT event is a point that marks the start
or completion of one or more activities. It con-
sumes no time and uses no resources. When it
marks the completion of one or more tasks, it
is not “reached” (does not occur) until all of the
activities leading to that event have been com-
pleted [12, p. 15]. There are two types of events
according PERT:

1) predecessor event;

2) successor event.

Predecessor event is an event that immedi-
ately precedes some other event without any
other events intervening. An event can have
multiple predecessor events and can be the pre-
decessor of multiple events.

Successor event is an event that immediately
follows some other event without any other inter-
vening events.

As for PERT works, they are the actual per-
formance of a task which consumes time and
requires resources (such as labor, materials,
space, and machinery). It can be understood
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as representing the time, effort, and resources
required to move from one event to another.
A PERT work cannot be performed until the pre-
decessor event has occurred. A work reflects
the labor process, involving people, machines,
equipment, material resources or the waiting
process. Each work has a specific content. For
the correct visualisation of order of works prece-
dence so-called fictitious activity or relationships
are used. In a PERT chart fictitious activity is
depicted by dashed lines. They require neither
the time nor the resources, but only point out that
the beginning of a work depends on the end of
other [12].

Events in the PERT chart are marked as
squares, and works are marked as arrows.

The PERT chart describing the approach to
implementation of flexible organizational struc-
tures, is presented on Figure 1 below.

As we can see, the recommended approach
implies some works are parallelized: work D
(Investigation of the work of the structural unit
under Holacracy organizational structure) can
be done simultaneously with works E (Analys-
ing of the issues appeared during the working
of the structural unit under Holacracy organiza-
tional structure) and F (Making conclusion on
needed changes to the rules of Holacracy orga-
nizational structure based on received real expe-
rience); work L (Deep training of all the company
staff on how Holacracy works) comes in parallel
with a sequence of works H (Implementation of
changes to the work of the structural unit, which
already works under Holacracy organizational
structure, based on the received conclusions
and updated documents), J (Analysing of the
issues appeared during the working of the struc-
tural unit under Holacracy organizational struc-
ture considering the changes implemented) and
K (Making conclusion on the successfulness of
the Holacracy organizational structure inside the
structural unit); and work | (Investigation of the
work of the structural unit under Holacracy orga-
nizational structure considering the changes

vF
+vO

\
\
\

implemented) can be done simultaneously with
works J and K.

Several stages of the proposed approach
include implementation of Holacracy Constitu-
tion, Holacracy organizational structure and the
new set of documents. Holacracy Constitution
is quite well described by the originator of the
Holacracy organizational structure [11].

Holacracy organizational structure consists
of 2 key constituents: circles and roles. Role is
an organizational construct that a person can fill
and then energize on behalf of the organization,
while a Circle is a container for organizing roles
and policies around a common purpose [11].

The biggest circle called Brain Center can be
compared with the Board of shareholders. Each
circle from the biggest to the smallest can be
compared with the positions and departments.
Still the mentioned terms are far from equality to
each other.

The circle that does not contain other circles
is a role. Each role can be performed by more
than one person. Each person can perform more
than one role. If the role needs the division of its
accountabilities onto a few more roles, than the
circle is created from the role that needs such a
division on accountabilities.

Lead Link is a real leader in Holacracy orga-
nizational structure. Lead Link performs all roles’
accountabilities of the circle by default. Still Lead
Link has the key accountability of assigning the
roles performers. In other words, Lead Link man-
age the work rather than people. As far as the
unassigned roles’ accountabilities are performed
by the Lead Link, the Lead Link is a real lead of
own circle [8; 11].

There are four standard roles which exist in
each circle. They are Lead Link, Rep Link, Facil-
itator and Secretary. Rep Link is a connector of
the roles of a circle with the primary circle. For
example, Rep Link of Operations attends meet-
ings of General Circle (which is a primary cir-
cle for Operations circle) and communicate the
problems of Operations circle. Facilitator facil-

I/
G H J 44

F
5 >

6

> 7™ 9 11 | 12 13

Figure 1. The PERT chart describing the approach to implementation
of flexible organizational structures
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itates the work in accordance with Holacracy
Constitution in a circle. Secretary performs stan-
dard administer and log work in the circle.

There are two important points about these
four standard roles:

1) the accountabilities of these four roles are
precisely defined in Holacracy Constitution;

2) these standard roles (all three except Lead
Link) are chosen by the circle roles performers.

Roles are integrated to business processes
of a company. The Roles should have Role
Description, which all Roles information (their
accountabilities, responsibilities and punish-
ments). For Role Responsibilities, for every
related business process where the Role takes
part, sub-paragraph of ‘Responsibilities’ para-
graph of the particular ‘Role Description’ doc-
ument has to be created. The same has to be
done for ‘Punishments’ and ‘Accountabilities’ in
each Role Description.

If it is possible to make the link between the
text in the Process description document (which
also must exist in the company) and each par-
ticular Role Description document so that the
changes in the Process description document
are automatically repeated in the Role Descrip-
tion document, than the Roles information
must not be transported to each particular Role
Description. Instead of this, the information in
the first document has to be connected to the
right place of the second document. It can be
viewed in the second document, but can not be
changed there.

At least one Accountability must be added into
the recently created Role. Otherwise, here is no

sense to create a role. Accountabilities of each
Role has to be structured in the view of numerical
list in the prioritisation order, the more important
the accountability is for the Role, the higher it is
located. Responsibilities of each Role is conve-
nient to locate in the table with three columns:
‘Index number of the Responsibility of the Role’
(just a serial number of a responsibility), ‘Respon-
sibility of the Role’ (exact responsibility, descrip-
tion of what the role is responsible to do) and ‘Fre-
guency in times/days (times/sprint); length’ (how
often the role has to do this responsibility). The
sample is presented below in table 1.

Responsibilities do not have to be prioritised,
they have to be structured in the logic sequence
in accordance with the algorithm steps.

Punishments of each Role are convenient
to locate in the table with three columns: ‘Index
number of the punishment of the Role’ (just a
serial number of a punishment), ‘The Mistake’
and ‘The Punishments’ (exact punishment for
not performing or not correct performing of exact
responsibility). The sample is presented below
in table 2:

Punishments do not have to be structured
in the prioritisation sequence, they have to be
structured in the same sequence as Respon-
sibilities are, because usually one punishment
corresponds to one responsibility.

Not each responsibility can have a punish-
ment, but the company has to strive for this. This
depends uniquely on exact situation of each
responsibility.

If not performing or not right (correct) per-
forming of the responsibility can not be tracked

Table 1

Sample table for role responsibilities for a development engineer

Ne The responsibilities (accountabilities)

Frequency in times/days
(times/sprint); length

1 The development engineer must develop the tasks strictly in the
" | right prioritised way: the most important task is the first to perform.

During a Sprint

participate in Sprint Retrospective Meeting.

2 Development engineer has to be present and has to actively

During Sprint Retrospective
Meeting

3. | All merge requests has to be done using git merge

During a Project

Table 2

Sample table for role punishments for a development engineer

Ne The mistake

The punishments

assigned to any other person.

1 A development engineer develops (work on) the task, which is

This development engineer
receives one rebuke

2 A development engineer develops the tasks not in the right
" |prioritised way (the most important task is the first to perform).

This development engineer
receives one rebuke

engineer.

A development engineer has not developed a unit test and/or has
3. |not tested own (already developed) task before giving it to a test

This development engineer
receives one rebuke
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by the punisher, the punishment must not be cre-
ated. Whereas it is possible to build a System
of Controlling responsibilities and punishments,
with the help of which managers will control and
punish others or each other.

If the Punishment of not performing or not
right (correct) performing of the responsibility
may negatively influence on the final success of
the business process, the punishment must not
be created.

Conclusions. Implementation of flexible
organizational structure is a complex procedure
consisting of a dozen stages. It is first recom-
mended to pilot it, implementing for one orga-

nizational unit, controlling the results of such
implementation, and after that implementing it
for all the company. If to consider such type of
flexible organizational structure as holacracy, its
implementation includes Holacracy Constitution,
holacracy organizational structure and the new
set of documents (first of all — roles description
with role responsibilities and punishments). It
is also important to integrate roles description
with description of main business processes of
a company.

In the further stages of research, the more
detailed procedures for every stage of the repre-
sented approach should be developed.
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