
Free intro: Horizontal accountability
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Schedule

Time Format Topic

0:00-0:05 Overview + context

0:05-0:20 Presentation + Qs Feedback loops and 
institutional feedback
Surfacing tensions

0:20-0:35 Demo (plenary) + Qs
exercise (small groups)

Identify and solve 
organizational tensions

0:35-0:45 Presentation + Qs Defining roles for more 
effectiveness

0:45-0:50 Closing and next steps
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Context
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Horizontal accountability
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Top-down hierarchy

hierarchy

Accountability
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● In a hierarchical system, the superior 
decides what’s “good enough”. 

→ assumptions
→ one source of truth

● In a peer system, the team decides 
together what’s “good enough”.  

→ implicit & explicit agreements
→ “truth” is collective

Not good enough!
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What needs to be done?

Role >> circle

Basis for accountability:
● Role description
● policies/agreements
● (Metrics like OKRs, KPIs)

Mechanism: 
● Role reviews
● Performance reviews
● Policy reviews

Role descriptions

   Do this 
   Do that. 
   Take care of this.
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What needs to be done?

Circle >> parent circle

Basis for accountability:
● aims/domains
● (Metrics like OKRs, KPIs)

Mechanism: 
● Parent circle hears circle 

reports & provides feedback; 
might offer a bigger 
narrative/evaluation

● (Aim review)
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How does “the circle” notice when 
things aren’t working? 
A circle leader is 
- more responsible
- Make sure agreements are kept
- Meta-role: flag for the circle what 

the circle needs to notice

(Others are welcome to do it too.)

Leader acts on behalf of the circle.
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Delegate reports and thereby makes 
topics parent circle business. 

(then the same mechanism)

How does “the parent circle” notice 
when things aren’t working? 
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Relationships

Leadership is a function.
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Relationships
Balance being involved
with empowering others.
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Circular hierarchy: what’s different? 

● Based on agreements 
(roles/aims/metrics) made 
by consent as a group

● Roles < jobs 
● Terms 
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Questions so far? 



CC-NC-BY-SA | ted@sociocracyforall.org

Different tensions
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Who needs to act? 

● My colleague in my circle isn’t 
delivering the data I need for my role.

● My circle doesn’t really know where to 
put its energy.

● We want more guidance from our 
parent circle on priorities. 

● (extra) Between the different roles in 
different circles, I have too much to do. 

 

Who needs to act?
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Schedule

Time Format Topic

0:00-0:05 Overview

0:05-0:20 Presentation + Qs Feedback loops and 
institutional feedback
Surfacing tensions

0:20-0:35 Demo (plenary) + Qs
exercise (small groups)

Identify and solve 
organizational tensions

0:35-0:45 Presentation + Qs Defining roles for more 
effectiveness

0:45-0:50 Closing and next steps



CC-NC-BY-SA | ted@sociocracyforall.org

Institutional feedback
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Role descriptions
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Start lean! Only define roles when it’s worth it. 

It’s worth it when it brings clarity which then

● … helps operations
● … helps people step up

→ define roles when operations aren’t done
→ define roles when people seem to need permission

When to define roles
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Articles about performance

● Leadership without 
hierarchy – how to be a 
good leader

● Intentional feedback in 
organizations

● Institutional support for 
conflict resolution

https://www.sociocracyforall.org/leadership-without-hierarchy/
https://www.sociocracyforall.org/leadership-without-hierarchy/
https://www.sociocracyforall.org/leadership-without-hierarchy/
https://www.sociocracyforall.org/intentional-feedback-in-organizations/
https://www.sociocracyforall.org/intentional-feedback-in-organizations/
https://www.sociocracyforall.org/conflict-resolution/
https://www.sociocracyforall.org/conflict-resolution/
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Full class
  Topics

● Interpersonal feedback and conflict 
resolution

● Performance reviews
● Workflows
● Collaborative leadership & metrics 

   Exercises

● Writing Role descriptions
● Give feedback (for outside person)
● Circle feedback

>> March 27 <<

https://www.sociocracyforall.org/events/category/classes/modules/consent-module-full/


Modules Consent Meetings Structure Performance

Practice

Certification

Learning opportunities  
www.sociocracyforall.org/training

Broaden

https://www.sociocracyforall.org/events/category/communication-and-connection/
https://www.sociocracyforall.org/events/category/classes/modules/structure-module-free/
https://www.sociocracyforall.org/academy
https://www.sociocracyforall.org/events/category/classes/modules/performance-module-full/
https://www.sociocracyforall.org/events/category/classes/modules/performance-module-free/
https://www.sociocracyforall.org/events/category/classes/advfacilitation/
https://www.sociocracyforall.org/solt
https://www.sociocracyforall.org/events/category/classes/modules/consent-module-full/
https://www.sociocracyforall.org/events/category/classes/modules/consent-module-free/
https://www.sociocracyforall.org/events/category/classes/modules/meetings-module-full/
https://www.sociocracyforall.org/events/category/classes/modules/meetings-module-free/
https://www.sociocracyforall.org/events/category/classes/modules/structure-module-full/
http://www.sociocracyforall.org/training
http://www.sociocracyforall.org/training
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sociocracyforall.org/mvos sociocracyforall.org/lets-decide-togethersociocracyforall.org/who-decides

http://www.sociocracyforall.org/mvos
http://www.sociocracyforall.org/who-decides
http://www.sociocracyforall.org/lets-decide-together
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Time Format Topic

0:00-0:05 Link to slides
Overview (schedule)
Context

0:05-0:20 Presentation + Qs Horizontal accountability
- Who is accountable to whom
- Who needs to see what tension | Leadership as a function
- Relationships
- Questions

0:20-0:35 Demo (plenary) + Qs
exercise (small groups)

Tensions

0:35-0:40 Support system

0:40-0:45 Closing and next steps
- Articles
- Other classes and why they matter
- Full class + COUPON; other modules; books
- Link to slides


