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Boards, consensus, and delegation: keeping
collective work from getting stuck
This article looks at a common tension in advocacy organizations, NGOs, collectives, and community-led teams:
the wish to work horizontally and share power, while still needing decisions, ownership, and follow-through. Its
main point is that a lack of structure does not automatically create equality. When roles, decisions, and
accountability stay vague, a small core often ends up carrying the practical work, while the group as a whole
becomes slower, heavier, and less fair. The article argues for a more grounded form of collective practice, where
shared ownership is protected by clarity.

Horizontal values need structure to survive in
practice. Shared voice and participation
matter, but without clear roles and decision
paths, the everyday work often falls unevenly
on a few people.

Ideas should be connected to responsibility.
When people can propose new initiatives
without owning the first steps, the group’s
cognitive and emotional load grows, and
invisible labor starts to accumulate
elsewhere.

A useful next step is to define which decisions
need full-group input, which can be
delegated, and how every meeting ends with
clear ownership: who will do what, by when,
and how the group will know it happened.

Consensus has limits. Involving people in
decisions can strengthen legitimacy and
commitment, but requiring full agreement for
too many things can slow action and turn
discussion into the work itself.

Bring more clarity into collective work

UUDLY helps organizations and collectives create practical structures that support
shared ownership without flattening their values. We can help you clarify roles,
improve meeting flow, strengthen follow-through, and make responsibility feel more
honest and sustainable in everyday work.
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From shared intention to shared responsibility

https://uudly.com/viestinta/hallitukset-konsensus-ja-delegointi-kun-horisontaalisuus-
muuttuu-lamaannukseksi/

Excercise 1

List the decisions your team makes most often. Mark which ones truly need full-group discussion, which
could be handled by a smaller working group, and which could be entrusted to one clearly named
person.

Excercise 2

Excercise 3

Think back to your last three meetings. Write down every action or idea that came up, then note
whether an owner, next step, and timeframe were clearly named. Look for where vagueness begins.

Map invisible labor in your team. Who usually follows up, remembers context, pushes things forward, or
carries unfinished tasks? Discuss what this reveals and what could be redistributed more fairly.

Use this page as a conversation starter in team meetings, management teams, or
project retrospectives.
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