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ABSTRACT

Participatory management encourages employees across an organization to engage
in decision-making processes, fostering strategic thinking and instilling full
accountability for deliverable outcomes. The Company Democracy Model (CDM)
offers a participatory management methodology designed to generate actionable
business information and knowledge, fostering the development of insights, ideas,
and innovations. These elements collectively build competitive advantages critical
for organizational extroversion and modern entrepreneurship. This paper explores
the adaptation of the Company Democracy Model within the Indian Ministry of
Education, a large and multifaceted organization comprising numerous departments,
some of which function autonomously. The Ministry’s workforce reflects a mix of
diverse qualifications and experiences, operating within a hierarchical organizational
structure. This structure positions the Ministry as an ideal candidate for implementing
the spiral method embedded in the CDM. The hierarchical delegation of authority
enhances the effectiveness of leadership and guidance, while an employee-centric
work approach boosts capabilities, performance, and job satisfaction—key factors
for success in a pivotal public sector institution. This research provides an in-depth
analysis of the implementation pathway for adopting participative management
models like the CDM within the Ministry. It particularly focuses on adapting the
Company Democracy Levels to address the challenges and opportunities specific to
India’s public sector.
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INTRODUCTION

Participatory management is a leadership approach that involves employees
at all levels in the decision-making process. By fostering collaboration and
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shared responsibility, it encourages strategic thinking, enhances problem-
solving abilities, and creates a sense of ownership over tasks and outcomes
(Koopman and Wierdsma, 2013). This style of management also promotes
accountability and drives better performance in the public sector, where
a significant portion of the global workforce is employed. Effectively
managing human capital remains a key challenge in public management
(Cho and Kim, 2009).

Over the past decade, there has been a growing trend toward promoting
participatory management and leadership as a way to harness the intellectual
capital within organizations (Wang et al., 2022). This approach relies
on education and initiatives that invest in employees at all levels. When
participative management is integrated with democratic leadership, it fosters
dynamic organizational cultures that boost productivity by distributing tasks
and responsibilities to the most qualified individuals for each specific case.
These methods also dismantle hierarchical structures that can create barriers
to knowledge sharing, innovation, and career development.

DEMOCRATIC AND NON-HIERACHICAL ORGANIZATIONAL
STRUCTURES

Democratic and non-hierarchical organizational structures are crucial for
the successful implementation of participative management and leadership.
However, achieving these structures can be challenging, as their success
largely depends on the capability and maturity of employees. It requires
significant self-awareness to understand and appreciate the value of such
organizational frameworks, as well as a strong commitment to adapting them
in order to unlock their full potential.

Democratic organizations are typically knowledge-based, providing
opportunities for individuals with valuable insights to share, refine, apply,
and evolve their knowledge within the company (Nonaka et al., 2014).
As employees contribute to the organization’s growth, they also evolve
personally and professionally. These structures are designed to enhance
the human capital index of the organization while promoting innovation
and intra-preneurship (Markopoulos and Vanharanta, 2015). By reducing
knowledge management barriers, democratic structures encourage all
employees—regardless of rank or status—to contribute to organizational
strategies, offering ideas, insights, and plans.

Similarly, non-hierarchical structures focus on placing the right person
in the right role at the right time for the right project (Markopoulos and
Vanharanta, 2018). This approach allows employees to move fluidly to
where they are needed most, prioritizing project requirements over traditional
organizational hierarchies. This disruptive thinking challenges conventional
structures and promotes a more dynamic, flexible workforce.

In essence, non-hierarchical structures can be adapted to meet various
organizational goals and strategies by providing management with a
broad range of human resource options to address specific strategic needs
or projects, per case. Understanding situationality increases employee
engagement and knowledge contribution (Markopoulos et al., 2022).
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Two emerging participative management models—Holacracy and the
Company Democracy Model—embody these principles and are reshaping
organizational cultures with their non-hierarchical structures (see Figure 1).

The Holacracy Model applies an operations management approach, where
participative management is utilized to form dynamic, self-organizing teams.
These teams are tasked with addressing operational challenges, ranging from
small projects to large-scale initiatives. The model emphasizes flexibility and
adaptability in how teams are composed and how tasks are managed (Schell
and Bischof, 2022).

In contrast, the Company Democracy Model follows an innovation
management approach. It uses a non-hierarchical structure to encourage
knowledge-sharing and contributions from all employees (Markopoulos and
Vanharanta, 2014). This open exchange of ideas can spark innovative
solutions, driving competitive projects, products, and processes within the
organization. Both models support the growth of a disruptive organizational
culture by promoting collaboration, adaptability, and a shared sense of
responsibility.
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Figure 1: Comparison of the company democracy model and the Holacracy model.
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ORGANIZATIONAL STRUCTURE OF THE INDIAN MINISTRY OF
EDUCATION

India’s educational system and its policies are primarily governed by the
Indian Ministry of Education. The Ministry is divided into two main
departments: the Department of School Education and Literacy and the
Department of Higher Education. In addition, the Principal Office of
Accounts falls under the Department of Higher Education. All three
departments report to the Ministers of State, who in turn report to the
Cabinet Minister of Education.

The Department of School Education and Literacy focuses on ensuring
universal access to quality education for children from pre-primary through
secondary levels. This department is responsible for key functions such as
policy design and enforcement, as well as managing large-scale education
programs like Sarva Shiksha Abhiyan (SSA), the Mid-Day Meal Scheme
(MDMS), and ensuring compliance with the Right to Education (RTE)
Act (Indian Ministry of Education, 2025). Additionally, it oversees teacher
training and development, and is responsible for monitoring and evaluating
educational programs to identify areas for improvement. The leadership
of this department includes the Secretary, Additional Secretary, and Joint
Secretaries, who oversee the work of directors and operational staff. The
decision-making flow within this department starts from the Minister’s office,
moving to the Secretaries, Additional and Joint Secretaries, then to directors,
and ultimately to district magistrates and block-level officers (Indian Ministry
of Education, 2025).

The Department of Higher Education is responsible for improving India’s
higher education system, which includes universities, research institutions,
and technical education providers. This department manages prestigious
institutions such as the Indian Institutes of Technology (IITs), National
Institutes of Technology (NITs), and Indian Institutes of Management (IIMs).
It also oversees key regulatory bodies like the University Grants Commission
(UGC) and the All-India Council for Technical Education (AICTE) (Ministry
of Human Resource Development, Government of India, 2020). The core
responsibilities of this department include the development of educational
infrastructure, policy formulation and implementation, managing student aid
programs (including scholarships for underprivileged students), and ensuring
that universities and colleges comply with national education standards.
Similar to the Department of School Education, the Department of Higher
Education follows a bureaucratic structure that requires multiple levels of
review before decisions are made (Indian Ministry of Education, 2025).

The overall leadership of the Ministry of Education is headed by the
Cabinet Minister of Education, who is responsible for strategic planning and
policy direction. The State Ministers of Education represent the interests of
their respective states, ensuring compliance with national education policies
at the state level. Below them, Secretaries and Joint Secretaries manage the
execution of policies and oversee the work of directors and operational staff
(Indian Ministry of Education, 2025).
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CHALLENGES AND OPPORTUNITIES IN THE INDIAN MINISTRY OF
EDUCATION

Despite having an abundance of talented and capable individuals, the Indian
Ministry of Education has often struggled to fully leverage their intellectual
potential. The primary challenge lies in the traditional hierarchical structure,
which limits cross-functional collaboration and stifles innovation. This
structure can lead to the underutilization of the Ministry’s human intellectual
capital, preventing it from achieving its full potential.

This challenge also presents an opportunity for growth, which could be
addressed by adopting non-hierarchical organizational structures. By moving
towards this approach, the Ministry could ensure that the right employees
are assigned the appropriate responsibilities at the right time, facilitating
the efficient execution of strategies. In a non-hierarchical system, employees’
contributions would be recognized based on their skills and expertise, rather
than their position in the hierarchy. This would maximize the effectiveness
of the Ministry’s human capital.

Such a system would also create motivational incentives for career
development, empowering individuals to take ownership of their success by
contributing valuable insights and solutions. Adopting this approach would
not only lead to significant improvements within the Ministry, but it would
also enable the Ministry to tap into India’s vast intellectual resources more
effectively.

The shift towards non-hierarchical structures would promote better policy
implementation, encourage innovation, and enhance adaptability within the
Ministry. These organizational changes have the potential to make public
sector institutions more responsive, impactful, and efficient—ultimately
supporting the Ministry’s mission to provide high-quality, inclusive education
across India.

SUITABILITY OF THE COMPANY DEMOCRACY MODEL FOR THE
INDIAN MINISTRY OF EDUCATION

The Ministry of Education consists of various departments operating
under different verticals, with some functioning as autonomous bodies.
The organization, as a whole, is composed of a diverse and highly
qualified workforce that has the potential to make substantial contributions
to the Ministry’s modernization through their knowledge, ideas, and
insights. However, the Ministry could unlock its full potential by adopting
participative management and leadership, which would focus on effectively
utilizing the human intellectual capital within the organization. The current
hierarchical structure, while functional, limits the exploration and utilization
of this valuable resource (Bhoi et al., 2025).

After analyzing the organizational structure and challenges of the
Indian Ministry of Education, this research proposes the adoption of
the Company Democracy Model. It would delegate authority within the
existing hierarchy to enhance leadership effectiveness in key areas such as
knowledge management, innovation management, and talent management.
A democratic, knowledge-driven approach, free from hierarchical barriers,
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aligns with the Ministry’s employee-centric work culture, fostering skill
development, improving performance, and promoting job satisfaction—
essential elements for ensuring efficiency within a vital public sector
organization.

As new projects and evolving needs continuously arise, it is crucial
that knowledge management, data handling, decision-making, and service
delivery remain carried out by a stable and engaged workforce. This approach
would ensure consistency, improve the quality of outcomes, and protect the
organization’s intellectual property, ultimately enabling the Ministry to better
meet its goals and serve the public effectively.

ORGANIZATIONAL CHANGE AND NON-HIERACHICAL
ORGANIZATIONAL STRUCTURES

The Ministry of Education comprises various departments operating under
distinct verticals, with some functioning as autonomous bodies. The
organization is made up of a diverse and highly skilled workforce, capable
of making significant contributions to the Ministry’s modernization through
their knowledge, ideas, and insights. However, the Ministry has yet to
fully tap into this potential. By adopting a participative management
and leadership approach, it could better leverage the human intellectual
capital within the organization. The existing hierarchical structure, while
operational, limits the exploration and utilization of these valuable resources.

After reviewing the organizational structure and challenges faced by the
Indian Ministry of Education, this research proposes the adoption of the
Company Democracy Model. This model would grant greater authority
within the existing hierarchy, boosting leadership effectiveness in critical
areas such as knowledge management, innovation, and talent management.
By fostering a democratic, knowledge-driven approach free from hierarchical
constraints, this model would align with the Ministry’s employee-
centric culture, promoting skill development, improving performance, and
enhancing job satisfaction—key factors in driving efficiency in this crucial
public sector institution.

As new projects and evolving needs arise, it’s essential that knowledge
management, data handling, decision-making, and service delivery are
carried out by a stable and engaged workforce. This approach would ensure
continuity, improve outcomes, and safeguard the Ministry’s intellectual
property, ultimately enabling the organization to meet its goals and better
serve the public.

APPLICATION OF THE COMPANY DEMOCRACY MODEL USING THE
ADKAR CHANGE MODEL

The integration of the Company Democracy Model (CDM) with the
ADKAR Change Management Model (Figure 2), creates a structured, multi-
level approach that supports the development and implementation of a
knowledge-based, democratic organizational culture. The ADKAR model
has been specifically selected due to its Y-theory type of change management
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approach (Ali et al., 2021) which is aligned with the people-centric
CDM (Markopoulos et al., 2023). This strategy is essential for planning,

development, operations, and initiatives within the Ministry of Education.
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Figure 2: Integrating the company democracy model with the ADKAR change

management model in the indian ministry of education.

The proposed approach integrates the Company Democracy Model levels
with the ADKAR Change Management Model activities in a co-evolutionary

development process (Table 1).

It is important to note that the key actors involved in each level of the
Company Democracy Model evolve as the knowledge created and the output
generated advance from one level to the next. Similarly, the stages of the
ADKAR Change Management Model reflect this evolution of knowledge
creation, ultimately leading to the establishment of a new participative

organizational culture.
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Table 1: Sample human systems integration test parameters (Folds et al., 2008).

CDM Level & Adaptation

Actors

ADKAR Level & Adaptation

Level 1: Establishment of a
knowledge-based

Institutes and teaching
professionals

(A) Awareness created by
knowledge-sharing

democratic culture strategy education and incentives
through continuous
knowledge-sharing
mechanisms

Level 2: Regional Education

Officers and Universities

Development of business
methods and structures
required to execute the
organizational democratic
culture strategy.

Development of process and
project management
practices using the
knowledge democratically
generated in Level 1 and 2.

Contribution by identifying
existing innovation that
grows from within the
organization

Utilization the organization’s
competitiveness to
promote organization’s
international strategy and
operations

Central Minister of Ministry
of Education

(D) Desire obtained by
collaborative tools and
practices offered

Level 3: Committee members
of each sub-division &
education scheme.

(K) Knowledge achieved by
implementing ideas and
turning the successful ones
into educational
innovations

Level 4: Panel of secretaries
of all the verticals of two
departments.

Level 5: Secretaries of the
two main departments
with the state ministers.

(A) Ability is reached though
completeness gained by
organizations knowledge
and innovation (Level 5)

Level 6: Focus on
extroversion, international
recognition, and
opportunities for
international
collaborations

(R) Reinforcement done by
leadership commitment to
sustain and promote global
competitiveness

A brief overview of the operations at each level of the Company
Democracy model and how they integrate with the ADKAR change
management model.

Level 1: Knowledge Generation & Awareness

At this foundational level, the focus is on generating knowledge within
educational institutions and among teaching professionals. This is achieved
through assessments, workshops, and knowledge-sharing initiatives, helping
define the organization’s growth potential. By aligning with NEP 2020,
Level 1 plays a crucial role in raising awareness about change, leveraging
fieldwork experience, and utilizing the ADKAR Change Model to enhance
the understanding and readiness for transformation.

Level 2: Business Methods & Change Desire

This level involves the development of the necessary business methods
and structures to execute the organizational democratic culture strategy. It
includes regional educational officers and university groups, who validate
the knowledge generated in Level 1 and implement knowledge management
practices within their teams. To promote change in line with NEP 2020,
Level 2 focuses on building a desire for transformation, advancing knowledge
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management practices, and utilizing the ADKAR Change Model to encourage
and manage change.

Level 3: Process Development & Change Knowledge

At this stage, the focus shifts to developing process and project
engineering practices, using the knowledge democratically generated in
previous levels. Committee members from various educational subdivisions
are responsible for implementing knowledge management practices and
validating knowledge from Level 1. Level 3 strengthens the adoption of NEP
2020 by driving knowledge-based change using the ADKAR Change Model
to ensure the processes align with the evolving educational goals.

Level 4: Organizational Innovation & Value Addition

This level aims to identify and enhance existing organizational innovations
that can contribute to global competitiveness. It consists of a panel of
secretaries from key Ministry departments, who advance knowledge-based
innovation. By applying the ADKAR Change Model, Level 4 enhances the
Ministry’s capacity for innovation, positioning the organization to compete
effectively in the global education sector.

Level §: Business Ecosystems & Innovation Promotion

Level 5 emphasizes leveraging organizational competitiveness to drive
global strategy and operations. This level includes state education ministers
and senior secretaries from major departments, who facilitate the creation
of business ecosystems that promote innovation. The ADKAR Change
Model ensures that the transformation framework is sustainable, fostering
continuous innovation and adaptability.

Level 6: Globalization & Strategic Alliances

At the highest level, the Ministry reaches global recognition by forming
international collaborations, partnerships, and alliances. Led by the central
Minister, who reports to the Cabinet, Prime Minister, and Parliament, this
stage solidifies the Ministry’s global presence. By integrating the ADKAR
Change Model, Level 6 reinforces the ongoing change process and establishes
international education standards, aligning India’s education system with
global best practices.

By progressing through these six levels, the Ministry of Education can
significantly enhance its strategic capabilities, innovation potential, and
global positioning. This approach ensures a smooth transition towards a
knowledge-driven, democratic educational ecosystem that is both adaptive
and globally competitive.

PRE AND POST CONDITIONS

Pre-Conditions for Implementing the Company Democracy Model in the
Ministry of Education.

As the Company Democracy Model is centered on empowering people,
the pre-conditions for its successful implementation must focus on employee
empowerment. Employees, especially those at Level 1, play a critical and
challenging role in executing projects at the ground level. Therefore, training
and communication programs should be specifically designed for them to
equip them with the necessary skills and knowledge.
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Employees from Levels 1 to 3 should also be provided with platforms to
present their ideas for improvement and suggest projects or insights that
can influence policy-making. Giving these employees the opportunity to
contribute their perspectives can foster a sense of ownership and enhance
their engagement in the process (Markopoulos and Vanharanta, 2017).
Furthermore, there should be a focus on continuous learning, allowing
employees to access the best practices, educational systems, and reforms from
across the globe, enabling them to develop a diverse set of skills.

Post-Conditions for Implementing the Company Democracy Model in the
Ministry of Education.

Once the Company Democracy Model is implemented, it is essential
to ensure its sustainability through effective performance management. A
robust performance mapping system should be established to track progress,
adapt to feedback, and support micro-management where necessary. This
system will help assess the ongoing effectiveness of the model and allow for
continuous adaptation and improvement.

Employees should also be provided with social acknowledgment, rewards,
and incentives for exceptional contributions. This can be done by establishing
clear achievement metrics based on recognition, rewards, and incentives.
Recognizing the efforts of employees will further motivate them to continue
contributing to the Ministry’s goals.

Additionally, different verticals and smaller units within the Ministry
should be granted democratic opportunities to set their own vision,
implement new projects, and periodically audit their outcomes. This
decentralization will foster a culture of accountability and ensure that
each segment of the Ministry is aligned with the broader organizational
goals.

This approach encourages continuous improvement, adaptability, and
transparency, ensuring that all levels of the Ministry remain aligned with
its vision and that the transformation continues to evolve in a positive
direction.

LIMITATIONS AND AREAS OF FURTHER RESEARCH

The primary limitation of this study lies in its reliance on a literature review
and general insights into the Indian educational system, rather than detailed
data gathered directly from various departments within the Ministry of
Education. As a result, the recommendations are based on broader trends and
challenges observed within the sector. However, this limitation also opens the
door for future research.

To build on this study, future research could focus on specific units or
departments within the Indian Ministry of Education. By collecting detailed
data and insights from these areas, the proposed strategies could be further
refined, tested, and validated through pilot implementations. This would
not only strengthen the credibility of the findings but also allow for a more
tailored approach that addresses the specific challenges and realities faced by
the Ministry.
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CONCLUSION

The public sector across countries employs a significant portion of the
workforce, ranging from 20% to 60%, offering job security and benefits that
are unmatched by the private sector. Particularly during times of economic
crisis, political instability, or geopolitical turbulence that affect global trade
and business, the public sector often remains a stable and secure place
to work, with its well-defined organizational and hierarchical structures.
However, this stability can also lead to a situation where many public sector
organizations hire large numbers of employees without fully harnessing the
intellectual capacity within these organizations, missing out on the potential
benefits that could be derived from effectively utilizing their intellectual
capital (Markopoulos and Vanharanta, 2019).

This paper examined the Indian Ministry of Education, a large-
scale organization playing a critical role in the country’s development
and transformation. The adaptation of modern management approaches,
particularly non-hierarchical organizational structures, is crucial for the
identification, generation, and effective utilization of intellectual capital.
By doing so, public sector organizations can optimize their workforce’s
capabilities and maximize the impact of their contributions.

The study reviewed various management theories aimed at establishing
and adapting participative management and leadership. It compared key
participative management models as operational frameworks and analyzed
change management theories as frameworks for adaptation.

The proposed integration of the Company Democracy Model with the
ADKAR Change Management Model is presented as a highly suitable
approach for the Indian Ministry of Education, and potentially for other
large-scale, strategic public sector organizations globally. By implementing
these models, public sector organizations can unlock the full potential of
their human capital, drive innovation, and adapt more effectively to changing
circumstances and challenges.
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