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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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Стаття присвячена розробці підходу до запровадження гнучких організаційних структур у компанії на при-
кладі холакратичної структури. Кожна компанія рано чи пізно стикається з проблемою впровадження чи кар-
динальної зміни своєї організаційної структури, і епідемія COVID-19 лише посилила потребу у таких змінах. 
Сьогодні гнучкі організаційні структури стають все більш затребуваними, особливо з боку малих та середніх 
підприємств, які водночас мають нижчий рівень управлінської експертизи і тому потребують чітких рекомен-
дацій щодо впровадження нових гнучких організаційних структур. Запропонований у статті підхід включає 
етапи, спрямовані на навчання персоналу компанії роботі в рамках нової організаційної структури, здійснення 
пілотного проекту (впровадження нової структури в одному підрозділі та аналіз отриманих результатів) та 
остаточне впровадження нової структури. Так, на першому етапі пропонується навчити персонал обраного 
для пілотного проекту структурного підрозділу особливостям нової організаційної структури шляхом прове-
дення серії тренінгів. Надалі необхідно розробити правову базу та комплект внутрішніх документів для нової 
організаційної структури, після чого (якщо мова йде про впровадження саме холакратії) здійснити пілотне 
впровадження Конституції холакратії, нової організаційної структури та нового набору документів (у першу 
чергу – опису ролей) як основного набору правил до обраного структурного підрозділу компанії. На наступних 
етапах має бути досліджена і проаналізована діяльність обраного для пілотного проекту структурного під-
розділу після впровадження нової структури, зроблено відповідні висновки та внести зміни до правової бази, 
організаційної структури та відповідного набору правил. Після успішного закінчення пілотного проекту слід 
провести поглиблене навчання всього персоналу компанії принципам і правилам холакратії і впровадити нову 
організаційну структуру, відповідні організаційні документи і технічні засоби в масштабах усієї компанії. При 
цьому одним із ключових документів є опис ролей, який, окрім іншого, має бути інтегрований з описом існую-
чих бізнес-процесів компанії та містити опис сфер відповідальності співробітників у рамках бізнес-процесів.

Ключові слова: організаційна структура, гнучка організаційна структура, організаційний дизайн, впрова-
дження організаційної структури, підхід до впровадження організаційної структури.

Статья посвящена разработке подхода к внедрению гибких организационных структур в компании на при-
мере холакратической структуры. Каждая компания рано или поздно сталкивается с проблемой внедрения 
или кардинального изменения своей организационной структуры, и эпидемия COVID-19 только усилила 
потребность в таких изменениях. Сегодня все более востребованными являются гибкие организационные 
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структуры, особенно со стороны малых и средних компаний, которые в то же время имеют более низкий уро-
вень управленческой экспертизы и поэтому нуждаются в четких рекомендациях по внедрению таких органи-
зационных структур. Предлагаемый в статье подход включает этапы, направленные на обучение персонала 
компании работе в рамках новой организационной структуры, пилотный проект (внедрение новой структуры 
в одном подразделении и анализ полученных результатов) и окончательное внедрение новой структуры.

Ключевые слова: организационная структура, гибкая организационная структура, организационный  
дизайн, внедрение организационной структуры, подход к внедрению организационной структуры.

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 mostly 
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 chart, 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 I (Investigation of the 
work of the structural unit under Holacracy orga-
nizational structure considering the changes 

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-
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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-
quency 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

№ 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

2. Development engineer has to be present and has to actively 
participate in Sprint Retrospective Meeting.

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 

№ The mistake The punishments

1. A development engineer develops (work on) the task, which is 
assigned to any other person.

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

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

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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