HOLACRACY AT UNITY CHURCH OF OMAHA
Revised May 10, 2010
    Holacracy is an organizational system developed and promoted by Holacracy One.  www.holacracyone.org  The Unity Church of Omaha uses a modified form of Holacracy with the permission of Holacracy One. 

  Holacracy represents a next step in the evolution of human organizations. It includes a set of interwoven models, principles, practices, and systems that enable a fundamental transcendence of virtually all aspects of modern organizational dynamics. Holacracy embraces everything we’ve learned about organizations so far, and at the same time, represents a quantum leap to a higher order of organization, one capable of artfully navigating in a world of higher-order complexity and increasing uncertainty. 

  The shift to this new level of organization is as fundamental as the leap from the monarchies of old to the democracies of today, and, as with any such shift, it brings new possibilities, new challenges, and a vast stretch of uncharted territory to explore.  From the root “holarchy,” holacracy means governance by the organizational  entity itself — not governance by the people within the organization or by those who own the organization, as in all previous systems of governance, but by organization’s own “free will.” 

  With holacracy in place, the natural consciousness of an organization is freed to emerge and govern itself, steering the organizational entity towards its own ultimate purpose, shaping itself to its own natural order.  Every organization has its own individual “voice,” entirely and radically different from the voices of the people associated with the organization — just as the organization persists even as individuals come and go, so too does its voice. The subtle sound of the organizational voice is always there, struggling to tell us its needs and pursue its own purpose in the world, but it is usually hidden by a cacophony of human ego. It can be heard sometimes when individuals come together in a transpersonal space — a space beyond ego, beyond fear, beyond hope, and beyond desire — to sense and facilitate the emergence of whatever needs to emerge now. Holacracy requires that this transpersonal space

arise often and easily for organizational steering, and the many aspects of holacracy all aim to facilitate this level of human dynamics.
Dynamic Steering:

Holacracy enables a “Dynamic Steering” approach in to organizational activity in place of the traditional “Predict and Control” focus that has been the standard for most organizations.  Using Holacracy, decisions are made rapidly and in small increments based on present understanding, and then refined continuously as new information emerges.  Standard “Predict and Control” approaches to organizational management are often like driving a car by pointing at your destination and then holding the wheel rigid; dynamic steering is more like driving with your eyes open – by holding your aim in mind, continually taking in data from reality, and continually making small course adjustments.  “

Dynamic Steering” is characterized by 
· Experimenting, adapting, steering

· Holding the aim in mind

· Focusing on present concerns

· Getting real data

· The goal is a workable decision rather than the best decision. 

· Issues can be revisited at any time

Organization:   

Holacracy is a system characterized by a hierarchal organization of double linked circles (holons) that serve specific roles in the fulfillment of the church’s mission.  A holon is a complete entity that is also part of a larger complete entity.   It is modeled after the way living systems are organized. (The heart and lungs are individual holons of the respiratory/circulatory system which is a holon of the human body.  The atom is a holon of a molecule which is a holon of a protein which is a holon of a cell, etc.) Holacracy is intended to create flexibility, transparency and health as the organization responds to current conditions while keeping its aim (mission and vision) uppermost in mind.  

Thus, the Unity Church of Omaha’s organization is built as a holarchy of semi-autonomous, self-organizing circles that are also called teams and/or holons and are part of the largest circle, the church membership.  

Unity Church of Omaha Modified Holacracy 
The by-law mandated Board of Trustees are individuals elected by the membership who serve as Board links to specific Program circles. (see diagram below) The program circles represent specific and unique program areas that have been established to fulfill the church’s mission and vision.     The Program circles are accountable to the membership through General Church Circle. The General Church Circle is made up of a Board Link and a Program Rep Link from each of the Program circles. Examples of program areas that are part of the General Church Circle are Worship, Youth Education, Adult Education, Spiritual Community, Spiritual Social Action, Administration.   Each circle has its own aim and has a level of autonomous authority and responsibility to execute, measure, and control its own processes in order to move towards the church aim.   It is accountable to the General Church Circle for all that it does.  

Each program circle has four Holacracy Roles: 

1. The Board Link (or lead link) that is appointed by the larger circle to represent the larger circle’s interest and investment.

2. The Rep Link (who is also the Program or Team Leader) who is accountable for its circle’s activities and represents its circle’s needs to the larger circle

3. A Holacracy facilitator who runs the meetings using Holacracy processes and procedures.

4. A secretary who documents decisions, actions, new roles and accountabilities. 

The below diagram represents the Holacracy Organizational structure at UCO as of May 10, 2010.








Double-Linking:  

Each Circle is accountable to the church membership through a double-link connection to the General Church Circle via:  

1.  The Program Lead who, as the Rep Link that represents the circles activities and needs to the General Church Circle, and   

2. The Board Link who is an elected member of the Board of Trustees and serves as a link to a program circle.  The Board Link represents the membership’s interest and investment in that team’s activities as the team seeks to fulfill its role in the mission and vision of the church.  Both the Rep Link and the Board Link participate in meetings and decisions at the General Church Circle level and the Program Level. 

3.  Each circle has a Unity trained Holacracy facilitator who implements Holacracy practices in the meetings.   

4.  Ministry teams are made up of individuals or groups of individuals and serve to support the fulfillment of a Program Circles aim.  Small groups of people or individuals working within a specific Program area will have established Roles and Accountabilities related to that program area.   that area.   If a Ministry Team within a Program circle is large enough in complexity and numbers to benefit by using Holacracy procedures, a Lead Link from the Program circle will be appointed and a Holacracy facilitator will be recruited or trained in order to implement Holacracy procedures in the Team’s meetings.  
Roles & Accountabilities:

Holacracy seeks to make explicit and clarify what we will count on each other for,

and how these roles and accountabilities intersect with others in the organization.
Decision Making:

The idea that any decision made by using the short or long form decision making processes identified below can be revisited at any time is central to Holacracy.  It is a practice designed to help organizations learn and adapt quickly in a complex, rapidly changing environment. Essentially, dynamic steering by making small decisions is very practical way of guiding the organization forward by holding an aim in mind, staying attuned to emerging reality and making frequent course corrections along the way.

HOLACRACY PRACTICES AT THE UNITY CHURCH OF OMAHA
As stated earlier, the Holacracy practices adopted by the Unity Church of Omaha have been modified significantly from those presented by Holacracy One (www.holacracyone.com).    The practices employed at the Unity Church of Omaha include;

1. Holacracy meeting formats

2. Integrative Decision making processes, long form and short form and vote.

3. Integrative elections

4. Roles and Accountabilities

Holacracy is supported through Holacracy Facilitator development and Program Team Holacracy Trainings.    An ongoing Holacracy facilitator development and training program is conducted as part of the leadership development and training program at UCO.    Annual Holacracy Orientation and Refresher training is provided for all General Church Circle Members and any other ministry team links that would benefit from using Holacracy.   

Below are explanations, guidelines and templates for using Holacracy at the Unity Church of Omaha. 

Holacracy Meeting Format

The following is a guideline for a typical circle meeting:

Circle Member Check-in:

The check-in is a brief go-around, where each person gives a short account of their current mindset as they prepared to participate in the meeting.  This helps to provide mutuality in the meeting and to help the speaker let go of tensions. No discussion allowed. Example: .” I’ve just had a difficult time with my other job …but I am letting go of those concerns to be present to this meeting.”

Administrative Concerns:

The facilitator checks for objections to last meeting’s minutes, and explicitly highlights the time available

for this meeting.

Reports & Updates:

Circle members share any key information relevant to this circle meeting. Questions are allowed and additional relevant information can be shared by others. Avoid discussion if possible – instead look for specific items to add to the agenda.. Example: “Last meeting we agreed to check-in on the results of Proposal X; here are the results”.

Agenda Establishment:

The facilitator lists pre-established agenda items on the board and solicits additional agenda items for the

meeting, then establishes the ordering of  the agenda items and quickly ensures there are no paramount objections to the order.

Addressing Agenda Items:

The group proceeds through each agenda item using the appropriate short form or long form decision-making process (see below), and the secretary captures all decisions in the meeting minutes.

Closing:

The closing is a brief go-around, where each person comments on the effectiveness of the

meeting, providing measurement feedback for the facilitator of the meeting process itself. 

Integrative Decision Making Process  (Short Form)
Following is the short-format integrative decision-making process, used when a circle member has identified a need, issue or challenge (often called a tension) and has a specific proposal to offer as a possible solution:

Proposal Presentation:

The proposer states the need, issue or challenge to be resolved and presents a proposal  for addressing it. Clarifying questions are encouraged in order to help understand the proposal as stated; discussion and reactions are cut off by the facilitator, even those veiled in question form.

Reaction Round:
The facilitator asks each person in turn to provide a quick gut reaction to the proposal (e.g. “Love it”, “It

needs to account for __X___”, “No specific reactions”, “Feels incomplete without __X___”,   “___X___ isn’t clear to me.” “It sounds worth a try!”  etc.) Discussion or responses of any sort are cut off by the facilitator.

Amend & Clarify:

The proposer has a chance to clarify any aspects of the proposal they feel may need clarifying after

listening to the reactions, or to make minor amendments to the proposal based on the reactions. (Major amendments should  be avoided at this stage and place.  The proposal may be withdrawn by the proposer for further work if major amendments are needed.). Discussion is cut off by the facilitator.

Objection Round:

The facilitator asks if there are any objections that must be integrated into the proposal before the decision is made. An “objection” is a reason why the proposal or decision will put the system outside of its “limit of tolerance.”   Thus, it is the circle’s objections that are sought, (not individuals’ personal objections). Objections are stated without discussion or questions; the facilitator lists all objections on the board, and ruthlessly crushes discussion of any kind at this stage. After the round is complete, the decision is considered made if no objections surfaced.

Integration Round:

If objections do surface, the facilitator facilitates a group discussion about the objection, with the goal of

swiftly finding a way to integrate the core truth in the objection into an amended proposal which

addresses both the objection and the original tension. As soon as is practical, the facilitator (or another

circle member) states an amended version of the proposal, and the process goes back to the Objection

Round.

Integrative Decision Making Process (Long Form)
Following is the long-format integrative decision-making process, used when a issue, challenge or need (a tension) has been identified but no specific proposal is being presented.

Form a Picture:

The facilitator and/or proposer clarify the core issues, challenges or needs to be addressed and creates a stated topic. 

Explore Views:

The facilitator asks for tensions and related perspectives from each circle member about the topic and

charts them (a mind map works well for this). The facilitator continues until the group has a clear picture

of the tensions to address and integrate.

Generate Proposals:

The facilitator facilitates a process to generate a proposal or a set of proposals that address one or more

of the tensions on the mind map. The facilitator may do this via any means appropriate; common

techniques include dialog and brainstorming, or asking each person in turn, without discussion, what they

would propose and listing everything stated on the board. Once there are one or more concrete

proposals, the facilitator uses the short format to address them (see Integrative Decision-Making Process

- Short Format
Decision by Vote:
In some cases it may be necessary to make a decision by vote.  These may be decisions that are governed by the by-laws or are major decisions that the circle feels are long term and cannot be revisited or changed easily and should be voted upon.   A proposal calling for a vote may be made and approved by the circle using the short form decision making process. Examples are decisions that commit significant resources in a way that cannot be easily revisited and changed or that set long term binding policies.

After exploration and discussion of the decision or proposal the vote is called for.   Unless otherwise specified in the by-laws, a majority vote taken by the members of the circle will be binding.  The proposal must be clearly stated so that members who are absent may vote via email or other satisfactory method (if approved by the circle). The facilitator then informs the Circle of the outcome. 

Integrative Election Process

In some cases there is a need to fill a role by a process in which the circle elects one of its members

Define the Role:

The facilitator describes the role the election is for and the term of the role (although, as with all decisions,

the election can always be revisited before the term expires as new information becomes available).

Ballot Voting:

Each member fills out a ballot with his or her nomination, without discussion or comment. The ballot uses

the form of "(Nominator’s Name) nominates (Nominee’s Name)". The facilitator collects all of the ballots.

Opinion Round:

The facilitator reads aloud each ballot and asks each nominator in turn to state why he or she nominated

the person shown on their ballot. Each person gives a brief statement as to why the person they nominated could be the best fit for the role.

Nomination Changes:

The facilitator asks each person in turn if he or she would like to change his or her nomination, based on

new insights that surfaced during the Opinion round. Changed nominations are noted, and a total

count is made.

Further Discussion:

If the facilitator senses a likely choice, usually the person with the most nominations, then he or she skips

this step and moves directly to an Objection Round for that nominee. Otherwise, the facilitator asks for

discussion to see if a likely candidate can be identified that will be acceptable for the role, then proposes this candidate and moves on to the objection round as soon as practical.

Objection Round:

The facilitator proposes a specific nominee for the role and asks each person in turn if he or she knows of

objections to the proposed nominee filling the role, with the nominee in question asked last.  If one or

more objections surface, the facilitator either facilitates a group discussion about the objection to integrate

it, or simply moves on and proposes another nominee for the role. Once no objections surface, the

election is complete.

Roles and Accountabilities
Following is a guideline for creating and capturing Role Definitions:

Role Title

Describe the role with an appropriate name. e.g. Role: Usher, Greeter, Sunday School Teacher, team leader

Accountabilities

List the accountabilities for this role; ensuring that  each starts with an “-ing” verb.

Examples:

Distributing bulletins and other Sunday service related items.

Greeting all people as they enter the church building  

Facilitating team planning meetings

Teaching Sunday School as assigned by the Youth Education Director 

Accepting the offering in accordance with established policy

Ensuring volunteers have adequate training and support

Purpose and General Strategy 
Describe the overall purpose of this role.

Example: 

The overall purpose of the role is to ensure that all people entering the church are greeted warmly and that first timers are identified and supported in their first experience at the church..i.e. location of bathrooms, sanctuary, youth education locations, events happening today, introductions to others, etc.

Constraints 
List any constraints or limits placed on the role.

Example

Sunday School teachers are required to submit to a background check conducted 

Success Criteria (optional)

Describe what it looks like when this role is successful.

Process (optional)

Describe any explicit or complex processes that this role uses to fulfill duties.
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