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A tension is the perception of a specific gap 
between the current reality and a  

potential future. Each tension that is detected is a 
signal that indicates how an organization can 
develop to pursue its objectives targeted. By 
applying Holacracy tensions can be processed 
quickly and efficiently so that an organization 

benefits from an increased ability to evolve 
continuously and dynamically. 

‘Structure’ in Holacracy is not fixed and 
cumbersome, but constantly evolving and 

comprises circles. A circle is not a group of people 
but a group of roles. A circle has autonomy and 

power to organize themselves and coordinate the 
work of all the roles it has to integrate. Although 

each circle is fundamentally autonomous, its 
decisions and actions are not completely distinct 

from other circles. This is accomplished in 
Holacracy by defining responsibilities and 

limitations each circle should be consistent with. So 
we have a holarchy of roles arranged in circles  

and grouped into larger circles. The  
organizations as a whole is the largest circle. 

Roles are the most core building blocks of the 
structure of Holacracy. The structure of the 
organization is defined by the roles that the 
organization needs to be able to pursue its 

objectives. If the roles are defined around the 
needs of the organization we look at the available 
talent and each is assigned the roles that suit him 
or her best. To make definitions of roles as clear as 

possible roles exist of three elements: a goal to 
express, if possible one or more domains to 

manage, and a set of accountabilities to initiate. 
There are elected and assigned roles. 

Super-Circles and Sub-Circles are linked to  
each other by two roles: the Lead Link and the  

Rep Link. The Lead Link is assigned by the Super-
Circles to represent the needs of the circles in the 
Sub-Circle. The Rep Link is elected by the members 
of the Sub-Circle and represents them in the Super-
Circle. Next to previous roles a third type of link is 

used: the rare Cross Link. Cross Links connect 
parallel circles or circles that are not near one 

another in the holarchy of the organization. Thanks 
to the Cross-Link tensions can be removed more 

quickly and effectively. 

In Holacracy power is no longer entrusted to 
someone who is at the top but to a process  

that is clearly defined in a written Constitution.  
The Governance Process distributes responsibilities 
and clarifies expectations within the organization. 
The Constitution of Holacracy makes the process 

explicit at all levels of the organization and for all of 
those involved. Than the results of this Governance 
Process enables people to work more autonomous 
and faster and keep the business going. Tensions 

are used to clarify who is allowed to take what 
decisions and to which constraints he or she is 

subjected to. 

During Governance Meetings circle  
members refine the structure of the circle  

based on information and experiences that occur 
during daily work. This leads to a clear 

understanding of roles, associated activities and 
their mutual relations and the policy of the circle. 

The Constitution sets limits to the allowable output 
of a Governance Meeting by determining what 

types of activities are addressed and what kinds of 
decisions are made. During Tactical  Meetings the 

circle members use a quick forum to discuss 
current affairs, to align team members, and to 

discuss issues that hamper progress.  
The meetings are held on track  

and within the rules  
by an elected facilitator. 

It is not possible to map the perfect route to  
the ideal future, but often there can be made  

use of principles that facilitate orientation. If that 
wisdom is distilled into easy to remember rules of 
thumb they can be applied in the chaos and bustle 

of everyday life. This is the shape that strategy 
takes in Holacracy: an easy-to-remember rule of 

thumb, a tool for decision making and prioritization 
in everyday practice. It is left to the Lead Link to 

decide what processes he uses to formulate 
workable strategies, including  

a strategy meeting. 
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