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Brian Robertson Interview Notes (with Dave Graffy)

CBrian /s Zhe CEOD and fowunder of %o/ acracy . Can youl 3/\/e
wus a frame about whid is Holacracy and hoeo we can ér/ng

vour philosophy and practices into our own workplaces?1

* The metlaphor is use is ¢hat %/o/acmcy 1S an operaf/‘ng
Sy sten Ffor ofgdn/‘zaf/‘on\s . Youwr Ccompuler 's ope/‘az‘/ng
System controls practically everything Lhatd happens ; the
way the power is distribited, the way applicalions work
Cogether and share resources, the way Chey collabordde.
It's 2he underlying systes and structure everyl/ung else
IS beilt on Zop of.

* Our orgamzations today also have an cperating Systes
beneath them; one we often dont think much about.
But if you do Lhink aboutd ity the way e organi ze, the
way power Flows, decisions work, the structure of the
organzadion, all ererged about the riddle of the /ast
century in its current Fors. 7hat s actually guite ofd
For an operating system, and we say Y/olacracy is an
uUpgrade to Chat operdling systenrt. A necw cay of
a’/\SZ‘r/AaZ‘/ng power, mMaking decisions, working toget her
arownd the common purpose. It comes From different

© 2011 Integral Leadership Review and Integral Leadership in Action 2




The International
INTEGRAL LEADERSHIP COMMABORATIVE

principles and parad{gms Chan the current way cwe re

wsed Zo ol‘gan/‘zfng.

C %oa) does this ope/‘df/ng SySfeM /AI?CO/‘POI‘dfe /nfeg/‘d/
f/?/‘n,é/ng or qppea/ o business leaders?]

o Leaders who are able Co make a developmental lear and
See 2/Aings From a rew perspecitive, cultivating a deeper
capacity for conscious response o the wworld, £ind it s
very difficult o sustan that st in perspective cwhien
¢Ahey go back into the comentiona/ orgamzations Chey
cork in. Al the structures in the orgam zation Chat held
Cherm where Chey were are Still operating, even when Chey
as /leaders \962/77 rneew CQPQCI‘f/Ae\S .

* What %o/acracy does 15 c/mnge thal Fundamental
Structuring systes to better hold and express those
new capacities. &ven when you don ¢ have people in the
orgarization eith Chose new capacities, the sSystes and
structure can Still Aold 2, to some degree. And cohen
you do have pecple in the orgasmzalion wwith hose
capacities, it Frees ther Zo go back into the Systen and
deeply nourish and harness those new capacities.

* Suzapne Cook-Greuter said about ¥olacracy: here s a
Systenr Chat Zakes capacities typically only available in
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very /ade stages in human development, and iZ betilds 2henrs
in 2o Lhe operaling System of the Compary itself; so
Che whole system evokes and expresses those
capacities.

° TZ makes allemptling o change an orqanzation Solely
Chrowugh leadershp develcpment both less necessary,
because it's not your only lever for change, and rore
Impactful because when you succeed at catalyzing
deve/opmental capacities, Zhey e wor(//ng 10 a Systen
that supports and expresses those capacities betler.

CCan 3/\/e wus an example?’]

e T/ ¢ ¥ about one of the pr/nc/p/es : Dynam/‘c Sz‘eer/‘ng.
Imag/ne £ we rode A A/cyc/e //A,ée we Manage a modern

Compary/ Z‘oc/a}/ . Tt wwoe/d /oo,é 50/)735/7//73 //,ée Zhs:

o We'd have committee meetings o plan and analyze hoeo
we Shouwld ride ¢he A/cyc/e)' Zo predict all 2he ways we o
need o steer it, Zo getl Che ride Zo go according to our
plan.

* We'd Finally get on /e bicyele, hold the handlebars
rigidly at 2he angle e d caleulated. We'd close our eyes
and pedal. IF the bicycle fell over somecotrere along /e
JoUrney, we o ge? up and say, ‘ ewhry didn Z ewe get Chis
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right 2he #irst Cime? wWhat coent eorong? Who s to blame
For this (so we can fire thesr), we know cwhat to do
next time... we obviously need more wp—Front prediction,
more control, more top-down management o lock in

accOrc//ng Zo p/ an.’

* At the core of ¥olocracy is a paradigm shiFt From that
mode of " predict-and-control/ i managesment to somel/ung
muUch more of what actually happens when yout ride a
A/cyc/e. T4's not a process of predicting in advance, hen
cOnfro///ng lo wunfold according o plan. This is #1g/1¢ing
reality, and gives a corrt ortable illusion of control.

© When you actually ride a bicycle, you get sore rea/
control by staying present in the moment, and #lowing
cith reality, responding o it & every moment. Steering is
not something you do once, up front. It s Somet ing
you do every moment in Che journey with your eyes wide
open. You re Z‘a,éfng in data and aa/cgpz‘/ng cOnZ‘/nad//y,
dynarically Steering.

© IZ's that paradige SHifL that infuses tHis new method
of organization. This lakes consciousness o the
organzadional level... an orgarmzational capacity to sense
anything in its reality and respond 2o it in the moment, in
the Flow.
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* Yo many orgasmzations do you know of that can
3enaz‘ne/y say Chat anylhing sensed Ay anyone, amseotiere in
the company has a place o go Zo get consciously
processed and responded Zo, fa/c(//y and rapidly? \/ery
Feco. Most companies dont have that level of consciouws
response capacity to Cheir realidy. Most are Zrying Co
Fig/t and resist reality eith predict-and-contro/

Manage/nenf ;

LYo do you Create an cpernng in Che pecple in these

organzadions LA are deeply entrenched in Chese predict-

and-control ways of f/}/‘n@n\g and orgarzing?’l

o Al that's needed is to Zry CAIS neco way. The experience
cill Speak for itself. All we tell Yher is, Zry 12 out, you
can aleoays go back to the old eway tomorroww £ s
doesn ? cork. The experience of it sells .

* Dynaric Steering 1s 52/ about control; it s Just about
geteing Chere very different/ly. It 's ot about our own
personaly egoic control of the company the way we
Lhink it should be controlled. Tt's about surrendering o
Che nadural #low of realidy and gaining more " rea/”
control and less ” i/lesory " control. Once thad's
experienced, folks thal want control will Ffeel i, but
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COM/‘ng fronrr a \/e/‘y different Source, MXm‘M/‘Z/‘ng Zherr
déf//fy Zo cOn\SCfoaS/y process and respond Zo iZ. Once
you taste that, it's difficult to go back to the illusory

control...

Cile all pretend Zogether < /aag/yier 2. Is it your sense
thal Che Z‘op leader must be Sfrong/y oriented o Second-
ier f/w‘n,é/ng , or does that not matder?]

* Much less so. The system holds the capacity itself o
a /62)‘58 degree. There is a need Ffor the Cop leader Yo Aave
@ least some buy—in o Cry this out. Tt could cope
Fror Cheir own developmental capacity, or it cowuld come
Fror a practical Sense of needing Cheir orgamzation to

be riore responsive to Zhe market.

* Or in one case we Aady Che octoners wanted Co sell Cheir
company, and Zhey knec to do that, C¢hey needed Zo
unfuse it From themseles as Fowunders, and creale an
organzadional System LA would Function withou
2hen Cor noﬁoa/y outld Aay Zhe COM/?W>. In Cheir case
Che motivation included not coanting to /ose Zheir
entrepreneurial agility as they adopted more Formal
controls and systems.
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* One of the ironies /s Chis y 17 PN, LOQY/S, distributes
leadership. Once you Ve adopted ¢S, i 'S Jess 1mportant
Ffor the top leader Yo have complele awwareness.
%o/ocracy IS a distributed leadership Systent; /eaa/e/\S/?/P
Shoews wup Chroughout Che entire orgamzation, «sing
each person to the best of Lheir capacity o Show uUp,

Sense, and pProcess rea//fy.

C ﬁ)/’ldf are Some i/}o&(g/}fS on hoew o Share s

exper/enCe with conference pariz‘c/panis 71

o Td /ike to £irst offer an overview , a Cour of what Che
Systert 1S, more concretlely. 7Then go into Some of Lhe
core principles, then move into Che orgdn/‘zaz(/ona/
structure; it's more organc, thus very different Chan
whad e re wsed to. Whad are the different reeting and
decrsion-ma /‘ng processes that 34(62)‘62/72‘83 every/one Aas a
voice, yet avord 2he 2yranny of consensus.

C YOL( USe Z‘/?e word ” 30\/8/‘/762/76& “... /700.) does %o/ czcracy See

¢hat 7]

* GoVernance 15 aboud hoeo e a)ol‘,é fogez(/?er. 'fyp/ca//y
there s Sore tension in orgdn/‘zaf/ohs arowund hoeo Z‘/?/‘ng\s
coork. MoSZ‘/y there s not much you can do when you

SensSe Some Friction For Frustralion arownd Aoeo coe
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a)o/‘,é Zogeiher, One of the 30d/ s of %o/acracy 1S Zo
provide governance processes A evolve Ao e coork
Cogether, So amsone in the Company LA Senses Lension
or an cpportumty Zo coork Cogelher more effectively has
a place to go Zo get 2hat processed into Mean/‘ngf’a/
change in the orqamzation. Governance isn 7 Zop—docon
/ike it 15 in most orgasmzations. In YWolacracy, every tear
n the Compar/ has a governanCe process Zo evolve wwith
real learning about how e Ve cworked Cogelhier, integrate
that /earn/ng and evolve Ao e coork Z‘oﬂeiher)' who Aas
what acthority, etc.

CIZ's got real engagement, not just following a process.
7The syster encourages participadion, somethung I struqgle
cith in sy organzalion, particularly «ith front line staf¥...
o really show up with Cheir g#ls and Zalents and
recognize that work offers a /ot more than just a
paycheck, i they can Just show wup.l

o T2's no wonder we have those issues, when our Current
structiures don? allow these kinds of Isswues and
lensions to be dealt with effectively. It's difficult 2o
have a voice in our comventional structures. As soon as
you give them a System LA gives Cherm a real meanngtu/
voice and impact, the engagement is naturally evofked.
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* Our current structures are based on the paradigm of
Che heroic leader, 2he parental company, and the child
employee. No matter Ao much e don ? wart that, Zhe
Syster pushes toward it. ¥olacracy has a different
paradigm. IZ break's thal parent—child reladionship, and
invites everyone o £ind Cheir pocoer, Zheir voice, Zheir
Intrinsic. motivation, and show wp fully and acthentically
o contribide to something larger than LhemSelves.

o That's both a burden to rise Up o, and a deep
opporlumdy when pecple are ready o step wp and Zake
iZ. 12 sa/s, no one fere 1S going to Come in and save and
lead yout. You re in charge of leading yourselt, of
Processing your own Lensions in Service o this
puUrpose. Here s a System, structure and process Zo
hold Lhat, and rmake sure you do i in alignment coith

e\/eryone e/. Se.
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Brian Robertson

Brian Robertson is an experienced entrepreneur, CEO, and
organizational pioneer. He is most well-known for his work
developing Holacracy™, an organizational operating
system that concretely embodies the new capacities called
for by many organizational thought-leaders today.

Brian's initial work with Holacracy™ took place at an
award-winning fast-growth software company he founded
and led for seven years. The system he initially developed
there has continued to evolve and spread in the years
since under the stewardship of HolacracyOne, an organization Mr. Robertson co-
founded to further develop the method and bring it to the world.

Brian currently works with HolacracyOne to help consultants and change agents bring
its evolutionary approach to organizations across the globe.
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David Graffy

David Graffy is the President of ProLift Industrial Equipment, a
material handling equipment distributor. ProLift is
headquartered in Louisville, Kentucky, with customer support
centers located in Indianapolis, Cincinnati, Dayton, Evansville,
Lexington and West Virginia. ProLift employs 300 people, of
which nearly one-third are technicians. ProLift has earned
Toyota’s prestigious President’s Award for seventeen out of the
twenty one years it has been awarded. David was one of six
owners of ProLift until 2007, when Toyota purchased the company.

Before transitioning into the material handling field, David spent six years with Ernst and
Young, several years with a non-profit child welfare agency and was a principal with a
computer software firm. He has served in a multitude of capacities throughout his
career, including general manager, vice president of operations, vice president and
president.

While his life’s work has been running businesses, his underlying interest and
motivation is in developing people and systems (i.e., organization culture). David’s
sense is that we are not who we appear to be and uses the business environment to
encourage people to look a bit deeper and build structures to help support individual
and collective growth.

David earned his Master’s Degree in Organizational Development from Case Western
Reserve University in Cleveland, Ohio and his Bachelor’s Degree in Business from John
Carroll University also in Cleveland. He is a student and practitioner of integral theory
and integral leadership.

© 2011 Integral Leadership Review and Integral Leadership in Action 12




