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Abstract

The aim of this article is to evaluate the potential of holacracy as a model that can provide
solutions to the problems encountered in the management structures of special education and
rehabilitation centers and to analyze this model as a management approach applicable in such
centers. Special education and rehabilitation centers play an important role in the education and
integration of individuals with special needs into society. However, the management structures
of these centers in Turkey are generally established on centralized models, which leads to
various problems in terms of the effectiveness and sustainability of services. The planning
deficiencies, personnel shortages, coordination problems and weaknesses in control
mechanisms brought about by centralized structures indicate that there is a need for 117
improvement in management processes. In this context, the holacracy model offers an approach
based on flexibility and participation as an alternative to traditional management systems.
Holacracy aims to create a more democratic and agile management structure by basing
decision-making processes on roles rather than individuals. The application of this model in
special education and rehabilitation centers can offer advantages such as increasing the
effectiveness of individualized education programs, increasing the motivation of employees and
responding quickly to local needs. However, there are difficulties in the transition to holacracy,
such as the adaptation of employees to the new management model, the flexibility of leadership
roles, and the necessity of technological infrastructure. Therefore, strategic planning, personnel
training, and public-private cooperation are of great importance in the transition process. The
holacracy model is considered a strong alternative that can increase quality and support a

sustainable structure in the management of special education and rehabilitation centers.
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Introduction

Due to changing work environments, organizations and individuals operating within them are
faced with increasing complexity and uncertainty. This has led to increasing calls to explore
and adopt new organizational designs, structures, and practices, and has become a topic that
management is heavily focused on today (Bolin & Héarenstam, 2008; Puranam et al., 2014). In
this context, innovative concepts such as "Holacracy™ (Robertson, 2015), a management system
that distributes authority and decision-making processes among self-organizing teams instead
of traditional hierarchies, have emerged in the practitioner literature (Schell & Bischof, 2022).
Special education and rehabilitation centers undertake vital roles such as the education,
rehabilitation, and integration of individuals with special needs into society. These centers
provide individualized services, allowing each individual to realize their potential. However,
the management structures of special education and rehabilitation centers in Turkey are mostly
built on a centralized model. This situation reduces the flexibility to respond to local needs,

while also limiting the effectiveness and sustainability of services (Smagulova, 2009).

In this context, the holacracy model can be considered as a management approach that can solve

the current problems of special education and rehabilitation centers, especially with its

flexibility, participation and agile structure (Robertson, 2015). Holacracy is a management 118

model that aims to overcome the limitations of traditional hierarchical structures and to provide
more flexibility, autonomy and participation by distributing authority throughout the
organization (Krasulja, Radojevi¢, & Janjusi¢, 2016). At the center of this model are self-
organizing teams called "circles". Circles function both as independent units and as part of
larger organizational structures. This structure increases organizational flexibility, speeds up

decision-making processes and strengthens employee collaboration (Robertson, 2015).
Management Problems in Special Education and Rehabilitation Centers

The management processes of special education and rehabilitation centers are of great
importance in terms of the effectiveness and sustainability of educational services. However,
various deficiencies and problems are observed in basic management functions such as
planning, organization, guidance, coordination and control in these centers (Smagulova, 2009).
In most centers, the failure of trainers and therapists to attend regular in-service training limits
their professional development, which negatively affects the quality of service (Memduhoglu,
2010). The inadequacy of control and supervision mechanisms causes the quality of service to
decrease. In particular, the lack of supervision processes negatively affects both employee

performance and the compliance of services with standards (Smagulova, 2009).
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Introduction and Basic Principles of the Holacracy Model

Holacracy is an organizational model based on flexibility and participation, developed as an
alternative to traditional hierarchical management systems (Robertson, 2015). In this model,
decision-making processes are based on roles rather than individuals, which allows individuals
to use their talents more effectively. Holacracy aims to reduce bureaucratic barriers and offer
innovative solutions by contributing to organizational structures becoming more agile
(Bernstein et al., 2016). Especially in sensitive sectors such as education and health, holacracy
can create a democratic management approach by encouraging the active participation of
individuals in processes. In educational institutions, clarifying the roles of teachers and
administrators allows them to play a more active role in decision-making processes (Brown,
2020). Traditional hierarchical management models often limit decision-making processes to a
centralized framework, which can negatively affect employee satisfaction (Semmer et al.,
2015). Holacracy, on the other hand, offers a more agile structure, allowing employees to
actively participate in decision-making mechanisms (Robertson, 2015; Mosamim & Ningrum,
2020). Employee roles are defined dynamically and can be updated according to the needs of
the organization (Weirauch et al., 2023). This flexibility, unlike traditional static job
descriptions, increases organizational adaptability and efficiency (Bernstein et al., 2016; 119
Mosamim & Ningrum, 2020).

One of the basic principles of Holacracy is the "Holacracy Constitution”, which provides a clear
definition of roles and authorities within the organization. This constitution offers a more
participatory and process-oriented management model instead of centralized leadership by
distributing authority among individuals. Employees having independent decision-making
authority in their own roles provides flexibility in solving organizational problems and
accelerates decision-making processes (Koestler, 1990; Robertson, 2015; Farkhondeh &
Miiller, 2021). Holacracy stands out as an effective solution, especially in rapidly changing and
uncertain business environments. Pioneer companies such as Zappos have optimized their
business processes and increased employee satisfaction by stating that they have adopted the
Holacracy model (Sunny, 2014; Thomas & Silverstone, 2015). At Zappos, the removal of
hierarchical structures and the adoption of a collaborative structure based on equal levels
increased the agility of the company and enabled the development of innovative business
processes (Frei, Ely, & Winig, 2009).
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However, there are some difficulties in implementing Holacracy. The strict rules and high level
of formalization of this system can lead to information overload and slow decision-making
processes. In addition, employees who are accustomed to traditional management systems are
likely to resist such a change (Bernstein et al., 2016). Therefore, implementing Holacracy in
large-scale and complex organizations may require significant training and adaptation (Krasulja
et al., 2016). It can be stated that Holacracy is an innovative management model that can help
modern organizations successfully exist in the changing business world, but the success of this
system depends on its implementation in a way that is compatible with the organizational

culture and the active participation of employees in the process.
Holacracy Model in Special Education and Rehabilitation Centers

Holacracy can be defined as an approach in which power and decision-making authority are
distributed among individuals and teams by abandoning traditional hierarchical structures in
organizational management (Robertson, 2007; Mosamim & Ningrum, 2020). In this model,
individuals work within the framework of predefined roles and these roles serve the goals of
the organization as functional units (Weirauch et al., 2023). Holacracy makes leadership a

process rather than a person or position, which provides greater flexibility within the

organization (Bernstein et al., 2016; Weirauch et al., 2023). 120

Holacracy increases motivation and strengthens organizational commitment by encouraging
individuals to work in a system based on their roles (Robertson, 2015). This system adopts a
participatory management approach instead of central authority and contributes to the
acceleration of decision-making processes (Bernstein et al., 2016). Holacracy is an innovative
management model that has the potential to make management processes in special education
and rehabilitation centers more flexible and participatory. This model offers significant
advantages in terms of redefining tasks based on roles and providing greater participation of
employees in decision-making processes (Demir-Arici, 2024). In addition, holacracy has the
potential to improve service delivery in rural areas with its capacity to respond quickly to local
needs (Smagulova, 2009).

Another advantage of the holacracy model is its potential to strengthen public and private sector
collaboration. This supports the sustainability of services by ensuring more efficient use of
resources and encourages community-supported management approaches (Memduhoglu,
2010). However, there are some difficulties in implementing the holacracy model. The lack of
clear definition of new roles and responsibilities can complicate the functioning within the

organization (Bernstein et al., 2016). In addition, the lack of technological infrastructure and
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the high cost of training programs can be a significant obstacle for small-scale special education
centers (Demir-Arici, 2024).

In complex structures such as special education and rehabilitation centers, holacracy allows
employees to be involved in decision-making processes with a participatory approach.
Employees in these centers often have individual expertise, and a hierarchical structure can
make collaboration between expertise difficult (Mosamim & Ningrum, 2020). The Holacracy
model enables these specializations to be organized dynamically thanks to its circle structure
and supports each individual to play a more active role within the organization (Weirauch et
al., 2023).

Holacracy is a management model that positively affects employee satisfaction. It has been
stated that employees perceive fewer "illegitimate tasks" and are appreciated much more
(Weirauch et al., 2023; Semmer et al., 2010). As a result, employees' sense of being valued
within the organization increases, which supports individual-organization harmony (Mosamim
& Ningrum, 2020). Holacracy provides employees with greater autonomy by giving them the
freedom to determine their own tasks, which reduces the risk of conflict in many organizations

along with transparency (Schell & Bischof, 2022; Weirauch et al., 2023).

. N . . - 121
Increasing public-private cooperation will enable both more efficient use of resources and

improvement of service quality (Smagulova, 2009). Holacracy has the potential to implement
a more flexible, democratic and participatory management approach in special education and
rehabilitation centers. This model, which aims to eliminate the deficiencies of centralized
structures, can increase the effectiveness of individualized education services and provide a
sustainable management approach (Robertson, 2015). Holacracy offers a strong alternative for
both increasing quality and creating a participatory management culture in private educational

institutions.

Holacracy is a management model that makes organizational structures more transparent,
flexible, and employee-focused. Especially in special education and rehabilitation centers, the
implementation of this model can increase employee satisfaction and productivity. However,
for holacracy to be implemented successfully, employees must clearly understand their roles
and responsibilities and show full commitment to organizational goals (Robertson, 2007;
Mosamim & Ningrum, 2020; Weirauch et al., 2023).
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Results and Discussions

The Holacracy model offers an innovative solution for implementing a more democratic,
flexible and employee-focused management approach in special education and rehabilitation
centers. While the restrictions imposed by centralized structures negatively affect the service
quality and efficiency of these centers, holacracy stands out as a model that can provide
solutions to these problems with its flexibility, participation and agile structure. This model
increases the autonomy of employees by accelerating decision-making processes and thus

strengthens motivation and satisfaction.

Holacracy aims to increase organizational harmony and efficiency through role-based dynamic
structures, while ensuring that individualized education programs are implemented more
effectively and that personnel work with higher motivation. At the same time, it contributes to
more efficient use of resources and improvement of service quality by offering the potential to
strengthen public-private cooperation. However, the applicability of this model depends on the
adaptation processes of employees, investments in technological infrastructure and

organizational culture change.

Especially in small-scale special education centers, the transition to the holacracy model
requires careful planning and a strong support mechanism. It is important to implement 122
comprehensive training programs and cultural transformation processes for employees to adapt
to this model. In addition, the development of technological infrastructure stands out as a critical

element for the effective implementation of the holacracy model.

As a result, the holacracy model has the potential to create a more democratic, flexible and
sustainable structure in the management of special education and rehabilitation centers. This
model can not only improve management processes, but also significantly support the
integration of individuals into society by increasing the quality of services. However, careful
planning, cooperation between stakeholders and transformation processes designed in
accordance with the organizational culture are required for the successful implementation of

holacracy.
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