TOWARD A
SHARED POWER
MANAGEMENT MODEL
Pour 3 Points’s Experience

AT L’ILOT (LABORATOIRE INNOVANT LIBRE ET OUVERT SUR
LES TERRITOIRES), WE BELIEVE THAT SOLUTIONS TO COMPLEX ISSUES THAT WE EXPERIENCE IN OUR ORGANIZATIONS
AND WITHIN OUR REGIONS CAN BE FOUND IN OUR ABILITY
TO REINVENT OUR INDIVIDUAL AND COLLECTIVE PRACTICES.
INDIVIDUALS, ORGANIZATIONS, AND COMMUNITIES MUST BE
OPEN TO COLLABORATION, MUST LEARN FROM OTHERS, AND
MUST BE WILLING TO EXPERIMENT WITH NEW APPROACHES
IN ORDER TO HAVE A REAL IMPACT.
When Pour 3 Points asked me to document the
learning process and take note of the details related
to this organizational transformation approach toward
a shared power management model, it was with great
pleasure that I dove in headfirst.
Guided by my background in anthropology, I began this
project using a participant observation approach in which
I sought to develop close relationships with the members
of the Pour 3 Points team throughout this documentation
process, which took place over a year.

Sonia Lefebvre
Co-Founder
of L’ILOT

Influenced by my daily practice of moving toward shared
power relationships, my approach to writing was guided
by various readings, personal experiences, everyday conversations, and observations from which
emerged lessons learned focused on the human experience. The complexity of the human experience
throughout such an organizational transformation is not an easy thing to capture and this is exactly
what, in my opinion, makes it such a fulfilling subject to examine.
I am therefore quite humbly providing in this document what I believe are the main components
of the learning process that Pour 3 Points underwent while experimenting with a shared power
management model in 2019.
I hope you enjoy the read !
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DEAR FRIEND,
I WOULD LIKE TO WRITE DOWN THE RUMOUR/TRUTH ABOUT WHAT IS HAPPENING WHERE I WORK,
AT POUR 3 POINTS, AS A RESULT OF THE LADYBUG PROJECT.
Huh ? Yup. The ladybug project. A name that says everything and nothing at the same time.
As the name indicates – or not – the ladybug project is the humble, yet pretentious story of a very
strong, committed, singular vision of complete vagueness. This vagueness is inspiring despite
alternating periods of obscurity and clarity.
The ladybug project is our story – the story of those who regularly aim to shoot 3-pointers and who
have also chosen to put their hearts and souls into increasing the sharing of power. We have come
to realize that sharing power in this case means multiplying power, unforeseen potential, and the
opening of horizons that go beyond the usual limits of the possible.
Through the laughter, tears, worries, joys, and we’re-so-fed-up-we-can’t-take-it-anymores, we
rolled the dice (since the last Fire Festival (not Fyre – Fire !), “  roll the dice ” is a commonly used
expression where I am from) when it came to our own beliefs about ourselves and our work.
Yes, as such no-holds-barred explorers with bold curiosity, ready to dive deep to find heaps of both
trash and treasure, we learned to question our habits, as well as the sources and consequences of said
wide variety of habits. We, as colleagues, are highly committed to exploring the possibility of making
our work experience more autonomous, filled with compassion, and vibrant.

BEFORE YOU DIVE INTO THE DOCUMENT
The observations, one-on-one interviews, and data analysis involved in the drafting of this
document were carried out by one person. They are thus a reflection of her own perceptions based
on her experience.
However, it is interesting to note that Pour 3 Points team members were asked to provide comments,
their impressions, and improvements to enrich the content of the document and broaden perspectives.
Finally, in this report, you will find quotes in italics. These are accounts taken from one-on-one
interviews carried out in 2019 with members of the Pour 3 Points team. These quotes therefore reflect
the perceptions, opinions, and experiences of the members of the team without reflecting what all other
team members would say.
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This report is an invitation to cover your bases (or to roll the dice if you prefer !) and discover a bit
about what we experience at Pour 3 Points through the ladybug project, as well as on a larger scale.
You are, of course, invited to come visit us to commend the raw, gentle, strong, vulnerable resilience
that the mischievous ladybug has unleashed in us.
Written in February 2020
(There are 200 words, but there can be 300 !
On my end, I am stopping and inviting
others to add their own wit.)
(There are now 236 words.

)

The
team

(There are now 365 words !)

3

TOWARD A
SHARED POWER
MANAGEMENT MODEL

WHY MOVE TOWARD A SHARED POWER
MANAGEMENT MODEL ?
The current world is increasingly complex and is undergoing major transformations that we’ve never seen before:
the transformation of the economy, climate change, new models of governance, the shifting dynamic of privilege
and marginalization, etc.1 Faced with this observation, organizations must adopt new practices to survive and
develop the agility needed to attain the goals that they have set for themselves. Taking the path of change toward
a shared power management model seems to hold promise.
Pour 3 Points believes in equal opportunities for young people from disadvantaged backgrounds. Pour 3 Points
is convinced that, someday, all young people will have the opportunity to develop their potential to become fulfilled,
resilient, and healthy adults who are involved in their communities.

Pour 3 Points’s Experience

That is why Pour 3 Points also trains sports coaches to become life coaches for young people. Well-trained coaches
can help young people develop the skills they need to succeed in school and in life. The encouraged coaching
approach is the humanistic approach, which focuses on the growth and development of young people and aims
to increase their autonomy and build positive interpersonal relationships. The humanistic approach to coaching
positions the coach as a facilitator of learning who shares decision-making and problem-solving responsibilities
with the young person.
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As the purpose of Pour 3 Points is to reduce social inequalities by supporting the development of young people
from underprivileged neighbourhoods through an approach that seeks to redefine the power relationship between
coaches and young people, it would be sound and consistent for the organization to take a critical look at its own
relationship with power and encourage personal and organizational reflection on this matter.
In this spirit, in early 2019, following deep reflection on the part of the founder of the organization,
Pour 3 Points chose to take an active approach to move toward becoming an organization with a shared power
management model.
This vision of shared power is inspired by many sources, including the work of Frédéric Laloux, presented
in his book, Reinventing Organizations, in which he shows through compelling examples that a new management
paradigm is emerging. Creating systems of shared power that are more fluid (self-management), encouraging
all individuals to bring and make use of their whole selves (striving for wholeness), and letting the organization’s
evolutionary purpose take shape (evolutionary purpose) are three key principles suggested by Laloux – principles
that Pour 3 Points aims to implement.

1
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Self-management involves a shift from a bureaucratic and pyramid-shaped hierarchical model to a fluid system
of collective intelligence within which authority is efficiently distributed throughout the organization. It transforms
a traditional hierarchy into an autonomous, intelligent ecosystem.
Striving for wholeness involves inviting individuals to take off their masks, “ reclaim [their] inner wholeness[,] and
bring all of who [they] are to work.”2 It transforms an automatic organizational culture into a place for discovery
about ourselves, others, our talents, and our individual and collective potential.
Evolutionary purpose involves continuously clarifying and recognizing the ultimate goal of the organization,
in order to shift from a predict-and-control paradigm, to one that involves listening and adjusting. It transforms
our collective vision of “ [predicting] and [controlling] the future ” to a collective vision involving listening,
understanding the complexity of, and adjusting to the movement.
These three key principles served as avenues of transformation for Pour 3 Points. No matter the avenue chosen,
these three principles reinforce each other and promote better alignment between individual aspirations,
collective aspirations, and the purpose of the organization.

HOW THE LADYBUG PROJECT CAME ABOUT
The ladybug project is the name chosen by the Pour 3 Points team for the collective approach to transforming
the organization’s management system. With a view to avoiding the piling up of various visions in relation to the
terms surrounding the shared power management model approach, the Pour 3 Points team chose to name the
process “ the ladybug project ”: one of the positive aspects of this name is that it does not have a defined mental
representation for individuals.
The ladybug project is therefore an iterative, non-linear, but structured organizational process that has an aim
to stimulate and foster the organization’s shift toward a shared power management model. The aim of this project
includes, but is not limited to, creating safe spaces for dialogue, developing the full potential of individuals,
and redefining the organizational structure.
While the ladybug project began in the spring of 2019, the exploration phase and the concept of shared power have
been the result of nearly ten years of reflection and experimentation within the organization.

By choosing to take this road, Pour 3 Points aims to provide itself with a shared power approach centred on people,
while allowing itself to develop its full potential and support the growth of an organizational structure that invites
all members to share power.

2
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MANAGEMENT MODEL EXPLORATION PHASE
The exploration phase is defined as the period of reflection that led to the implementation of the ladybug project
at Pour 3 Points. It represents the “ before ” of the ladybug project, from the launch of Pour 3 Points (2010) to the
implementation of the collective approach (2019). It is marked by three periods of three years each that represent
a natural iterative cycle of reflection and experimentation. Each contributed to the shift toward the ladybug project.

2010-2014: FOUNDING OF POUR 3 POINTS
POUR 3 POINTS WAS IN ITS EARLY STAGES FROM 20103 to 2014. This period allowed for refining the purpose
of the organization, particularly through assisted reflection on its theory of change. It was a significant period
for the founder who, in a spirit of collaboration, co-creation, and discovery, volunteered with partners to develop
Pour 3 Points. This period ended with a full-time commitment to the organization on the part of the founder,
as well as the hiring of the first employee.

2014-2016: TRADITIONAL MANAGEMENT EXPERIENCE
From 2014 to 2016, Pour 3 Points developed and grew. New employees joined the growing team and a management team was formed. This period was marked by the testing of a “ traditional ” form of operationalization of
activities and the use of a hierarchical management model. The founder remembers several things from this
period, including a learning process that reflected management practices with which he was not very comfortable
(e.g., annual evaluations, traditional hiring process) and that he wanted to transform such practices into ones that
would be more consistent with his aspirations.

2016-2018: EXPLORING A NEW MANAGEMENT MODEL
From 2016 to 2018, the founder of the organization discovered and explored the principles of individual
development. The work he accomplished in this area and the practices he developed considerably influenced
the exploration of new management methods.
At this time, Pour 3 Points became stronger with the arrival of a new management team. This period was marked
by the acceptance and acknowledgement, by the new members of the team, of the discomfort they felt due to
traditional management methods and tools that did not allow them to honour those carrying out the purpose of the
organization. This led to critical reflection on the operational structures in place and an exploration of possibilities
to create a different type of management model.
Reading, training, and meaningful conversations between members of the management team led to discovery about
themselves, others, the organization, and the ecosystem. This resulted in various attempts and experiments – some
carried out once, others continuously – of new management approaches that were more consistent with the inner
values of all team members and more meaningful for the organization.
3
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The organization was legally constituted in 2011.

FALL 2018: COMMITTING TO A SHARED POWER MANAGEMENT MODEL
In the spring of 2018, the founder of Pour 3 Points had an encounter that paved the way for him to discover
the liberated business model and its associated concepts (self-governance, shared governance, shared power,
self-management, etc.).
This period was marked, in the fall of 2018, by the clear intention of the members of the management team
to shift toward a shared power management model. Together, they have been moving in that direction and
remaining consistent with their individual values, organizational values, and the purpose of Pour 3 Points.
This exploration phase, which was essential for implementing the ladybug project, has allowed the management
team in place to reach an agreement about principles seen as being non-negotiable in this new management model
that was being created:
•
•
•
•
•

Putting people at the centre of the organization;
Seeking out deep conversations that encourage individuals to bring their whole selves to work;
Developing the full potential of individuals by asserting the value of their talent and capabilities;
Encouraging the development and accountability of all individuals;
Asserting the value of vulnerability as a vector for discovery about oneself and others.

LADYBUG PROJECT IMPLEMENTATION PHASE
The implementation phase of the ladybug project was characterized by the process involving the organization’s
commitment to roll out an approach to transform the management model. This period took place from January to
March 2019. It involved two short periods: the implementation of favourable conditions and the start of the ladybug
project.

JANUARY TO MARCH 2019: IMPLEMENTING THE CONDITIONS NEEDED
In early 2019, efforts were made to implement key conditions that could promote the start
of a transformation process.
The first condition essential for beginning a process to shift toward a shared power management model
is without question the commitment of the founder (or of a person in a formal management position). Beyond such
commitment, Laloux proposes that the founder “ must have integrated a worldview and psychological development
consistent with ”4 this new approach. In doing so, as leader of an organizational shift toward shared power, the
founder, in some ways, “ holds the [new] space ” (240) that is emerging and aims to embody Laloux’s three key
principles: self-management, wholeness, and evolutionary purpose.
4
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In the case of Pour 3 Points, the founder’s interest, curiosity, and desire for personal development in previous
years and to this day have allowed him (and still allow him) to see the world through this new lens. In early 2019,
the founder of Pour 3 Points felt drawn to commit to this approach.
Another favourable condition that was implemented was to hire someone to support the organizational
development of Pour 3 Points internally. Taking into consideration the management approach being prioritized,
this person had knowledge and interest related to this new approach and the desire to support this development
internally.
Subsequently, three individuals involved in the management of the organization (a group of leaders made up
of the founder of Pour 3 Points, the operations director, and the organizational development partner) chose to meet
regularly to move the process forward. Note that at this time, the team was also receiving the support of a partner
who offered, throughout the approach, general organizational support by carrying out varying roles, such as coach,
adviser, consultant, facilitator, etc.
Finally, another favourable condition deemed to be essential to implement the process was to inform the board
of directors (the “ Board ”) of this new management approach involving shared power. To achieve this, a conversation
about the aims of the process to decentralize power and its consistency with the purpose of the organization took
place at a Board meeting during which members were informed of the approach to move toward a shared power
management model. The members of the Board were also invited to participate in discussions about the process
during Fire Festival meetings (more details on page 19). Finally, they were informed of the goal to document the
experience and deliver a report by the end of 2019.

APRIL 2019: LADYBUG PROJECT BEGINS
It was therefore in April 2019 that the ladybug project truly took flight. The start of the ladybug project became
official during a meeting with the entire permanent team at Pour 3 Points.
This meeting was an important moment for the founder of Pour 3 Points who had been wondering how to make
this proposal to the team. After many discussions with the operations director and the organizational development
partner held before this meeting, it seemed natural that the interest and desire of the founder to try out this
new management model would have to be at the centre of the proposal. It was interesting to see whether it was
therefore making a proposal to the team or whether it was about presenting the founder’s profound intention to
move in that direction. While in April 2019, it was about making a proposal to the team, reflective feedback at the
time allowed for realizing that it was in fact about sharing the vision and profound intention of the founder to
explore this path.
In any event, during this meeting in April 2019, the proposal to move together toward a shared power management
model was made to the team. The proposal was discussed openly, and all employees were invited to present their
views on it. While questions and uncertainty were raised during the discussions, the meeting resulted in a general
aim to explore what this process could mean, in a spirit of experimentation and discovery.
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Several weeks later, with a view to avoiding the piling up of various visions in relation to the terms surrounding
the shared power management model approach, the team chose to name the process “ the ladybug project ”:
one of the positive aspects of this name is that it does not have a defined mental representation for individuals.
It is interesting to note the casualness with which the name “ the ladybug project ” was chosen – a thorough
and serious approach that invites individuals not to take themselves too seriously, and instead favouring
experimentation, room for error, and learning.
The ladybug project quickly materialized through the creation of new meeting spaces to facilitate experimentation
with the shared power style of management. These spaces, co-created as a team and inspired by other organizations
that have implemented such an approach, allowed all individuals to begin the experimentation phase.
Finally, members of the team chose to create discussion spaces for two main reasons: first, to carefully follow the
process and provide the necessary assistance to team members when needed, and second, to provide opportunities
to take a step back to discuss as a group what emerged, perceptions, and lessons learned as the process unfolded.

EXPERIMENTATION PHASE
“ The philosophical people of the troglodyte city of Johlitu are aware that one can never be certain of what
another means by the word ‘blue,’ but they manage to look at the sky together with pleasure. ”
- Jaime Montestrela, Contes liquides [Watery tales; our translation]
The experimentation phase is defined as a continuous iteration period aimed at defining, as a team, new work
mechanisms to implement and try collectively. This phase began in May 2019 and is ongoing.
This phase was marked by the implementation of a new operating system structure by means of testing new
practices and attitudes conducive to collaborative work and interdependent relationships, as well as by the gradual
shift from individual leadership to collective leadership.
The next sections provide an in-depth look at the experience of the members of Pour 3 Points on this path toward
a shared power management model. Lessons learned will be observed using the three key principles proposed
by Laloux:
1. Self-management;
2. Striving for wholeness;
3. Evolutionary purpose.
Through these three principles, we will observe what was, what changed, and what team members have learned
during the ongoing experimentation phase.
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THE 11 MAJOR STEPS OF THE LEARNING
PROCESS AT A GLANCE
SELF-MANAGEMENT:

1

2

" The philosophical people of the troglodyte

city of Johlitu are aware that one can never be
certain of what another means by the word ‘blue,’
but they manage to look at the sky together
with pleasure. "
- Jaime Montestrela, Contes liquides
[Watery tales; our translation]

3
4

Revisiting our relationship with power and redefining it together.
Using tension as fuel to progress in an iterative manner at the pace of the team.
Making explicit what is implicit to develop a shared vision.
Advancing into the unknown: a challenge as much as a driving force.

STRIVING FOR WHOLENESS:

5
6
7
8

Stimulating the emergence of conditions that favour the development of trust.
Supporting listening to one’s inner voice.
Inviting all individuals to state their truth in order to build together.
Supporting learning and the transfer of knowledge.

EVOLUTIONARY PURPOSE:

9

10
11

12

Making the purpose serve as an anchor for decision-making.
Shifting from “ planning and controlling ” to “ listening and feeling. ”
Encouraging the alignment of individual projects with the collective project.
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Revisiting our
relationship with power
and redefining it together.

Using tension as
fuel to progress in an
iterative manner at the
pace of the team.

Making explicit
what is implicit to
develop a shared vision.
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SELF-MANAGEMENT
Advancing into
the unknown: a
challenge as much
as a driving force.
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SELF-MANAGEMENT AT POUR 3 POINTS
In organizations moving toward a shared power management model, self-management aims to eliminate formal
hierarchical levels to allow individuals and teams to manage and coordinate themselves. This first key principle
therefore relates to changes to the hierarchical structure of Pour 3 Points.

CHANGES TO THE ORGANIZATIONAL STRUCTURE
Changes to the organizational structure of Pour 3 Points are still underway. The lessons learned by the team and the
contextual aspects related to the organization (e.g., increase in the number of employees, reorganization of ongoing
projects, etc.) influence these changes on a regular basis. To fully understand the new organizational structure,
we will first take a look at the previous structure.

Going from a “ traditional ” hierarchical structure to a “ horizontal ” structure first involves answering the following
central questions:
•
•
•
•
•

How can we form a system within which we can grow together ?
What are the key roles and functions that are essential to the system’s functioning ?
How can we ensure the fluidity of relationships between various components of the system ?
How can we make decisions ? Who has the authority to make decisions ?
How will we circulate information and make it accessible to everyone ?

CA
Fabrice Vil
Founding President

Answering these questions is not easy, especially when the organizational system in place has been operating
in a more “ traditional ” manner for several years. They therefore become core questions that must be addressed.
Addressing these questions does not mean having all of the answers before beginning to experiment.
It instead means committing to experimenting with some partial answers, experiencing them, observing and
then listening with a view to revisiting these questions, and from new partial answers, experimenting once again.
The “ action-reflection ” loop thus becomes our best ally for facilitating the organization’s shift toward a shared
power management model.

Maude Gendron
Organizational
Philanthropic
Development and Comm
Director

CONSULTATION PROCESSES AS METHODS OF DECISION-MAKING
One of the first steps for Pour 3 Points on the self-management journey was to explore consultation processes
as methods of decision-making.
Following the organization’s decision to shift toward a shared power management model, one of the first
questions team members had was how decisions would be made.
It was therefore decided to explore the advice process together. This process invites all individuals to make
decisions after having consulted with:
1. Those who have expertise in the area;
2. Those who will have to live with the consequences of the decision.5
The testing of consultation processes as methods of decision-making is ongoing.
The choice to use this type of process to make decisions influenced changes made to the organizational structure
of Pour 3 Points.
5
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This previous structure is representative of how the system operated: What are the duties of individuals ?
How are decisions made ? Who decides ? What are the relationships between individuals ? Etc. At a glance, it can
be easily seen that individuals are associated with their roles and that superior-subordinate relationships are clear.
However, does this structure best serve the purpose of the organization and its development ?
If we hope to comprehensively change how the system operates, we need to rethink its structure and go beyond
simple cosmetic changes. The questions stated previously thus become guides to develop a structure tailored
to the specific needs of the organization. Through the back and forth between questions and experimentation,
the organizational structure will take a form that will ensure fluidity in system operations.
At Pour 3 Points, the new structure in place today is the result of in-depth reflection on roles and duties, decisionmaking, the flow of information, etc. Since the system continues to change, the back and forth between questions
and experimentation is still ongoing at Pour 3 Points, and, as a result, today’s structure may again be modified based
on changes to the context, team, needs, etc.
One of the key aspects of the transformation of Pour 3 Points is defining and implementing various methods
of conversation. By defining different types of conversation, Pour 3 Points has made its intentions explicit for team
members when it brings up a topic of discussion. While some types of conversation are set for specific types of
meetings (see below for more details), these conversations can also be held during activities within cells or even ad
hoc (see below for more details).

Fire festival: method of conversation aimed at the practice of attentive presence during meetings, as well
as attitudes and practices that can foster the emergence of a safe space. It also allows for openness related to
questions about the context of the organization and for looking for consistency between intentions and actions.
All members of the organization are invited to participate in meetings. The goal is to meet in meeting spaces that
foster this type of conversation every six weeks, with each meeting lasting approximately four hours.
Roast: method of conversation aimed at collectively reflecting on subjects of a strategic nature. Subjects may be
determined during a Campfire meeting (see description below) or at any other time and may be suggested by any
person who wishes to discuss a strategic aspect of work to be carried out together. All members of the organization
are invited to participate in meetings. The goal is to hold this type of conversation every four weeks, with each
meeting lasting two and a half hours. *Ultimate Roast: team retreat aimed at taking a step back from daily life
at work to reflect together on aspects of a strategic nature. The goal is to hold this type of meeting once a year.
Campfire: half-day meeting aimed at taking a step back from daily life at work to reflect together, with some
intensity, on aspects of an operational nature, such as taking a look at the functions of the organization with
progress in mind, as well as at progress made on the annual objectives. The goal is to hold this type of meeting
three times a year. *Ultimate Campfire: half-day meeting aimed at taking a step back from daily life at work to
reflect together, with some intensity, on aspects of an operational nature, such as taking a look at the functions of the
organization with progress in mind, as well as at progress made on the annual objectives. The goal is to hold this type
of meeting three times a year.
Work cells: work groups that make up bodies that guide action. Work cells allow for grouping together duties
related to the subject of a cell while building relationships between team members. Work cells can involve various
methods of conversation (e.g., Campfires or Roasts). They group together identified team members as active
contributors and exist through meetings, an internal messaging system (a Slack channel), and a documentation
system for meeting notes (a OneNote page). All team members are invited to participate in work cells. The following
work cells currently exist:
• Administration and organizational development cell;
• Funding cell;
• Communications cell;
• Programs cell;
• Coach support cell;
• Adviser support cell;
• Recruitment and partnerships cell.
Board of directors: group of people elected by the members6 of the organization, in charge of guiding and running
the organization in a manner consistent with its purpose. The favoured method of conversation in these meetings
is a Roast, and exchanges primarily focus on strategic aspects, finances and the budget, accounting, and governance,
as is traditionally the case in non-profit organizations.

6
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The “ members ” in this context refer to those referred to in the organization’s by-laws.

19

TOWARD SELF-MANAGEMENT PRACTICES

CHANGES TO THE ORGANIZATIONAL CULTURE

The shift from a hierarchical structure to a horizontal structure at Pour 3 Points has made clear certain key
elements that result from a shift from a traditional system to a system that favours self-management practices.
A summary is provided in the table below.

Well beyond a change in organizational structure, the shift from a traditional style of governance to a shared
management style of governance involves a change in organizational culture.
The experimentation phase that began in 2019 allowed for making the shift from a hierarchical system to a more
horizontal system in which the various spaces that were created stimulate and encourage self-management
practices for the Pour 3 Points team.

TRADITIONAL PRACTICES

From a structure that…

Puts individuals in boxes by associating
them with their roles and functions
(I am my role).

To a culture that…

Offers various workspaces in which roles and
duties are defined and in which members of
the organization can contribute based on their
skills and interests (I am not my role;
I contribute to a role or duty).

Limits relationships between individuals in
the organization, focusing mainly on the
superior-subordinate relationship.

Encourages relationships between
individuals, knowledge, and expertise
by creating shared workspaces.

Promotes individual work that is
focused on the unique role of individuals
(in their box).

Stimulates collective intelligence
and promotes collaborative work with
roles and duties.

Centralizes decision-making at the top.
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SELF-MANAGEMENT PRACTICES

Decentralizes decision-making by putting
it in the hands of individuals and in different
collaborative workspaces.

The hierarchical model presented on page 17 involved no shared workspaces and instead focused on superiorsubordinate relationships, while the 2019 model (page 18) involves, in contrast, shared workspaces and relationships
between the different spaces. Superior-subordinate relationships have been eliminated from the structure, thus
creating space for discovering the importance of a system that invites those involved to make their strengths and
interests serve roles and duties that are essential to the survival of the organization.
Individuals are thus no longer confined to a role, but instead invited to serve the organization based on their skills,
by means of many opportunities to get involved.
" It involves seeking out interests that go beyond expertise, so that all individuals can indicate
their interest in a project that is not part of their usual duties, but can feel like they
can share interesting, relevant things. It allows for decompartmentalization.""
For individuals in the organization to provide use of their skills for various roles and duties, the implementation
of a system that facilitates interdependent relationships between workspaces and individuals becomes highly
important.
By developing a model in which members of work cells are also part of operational spaces (Campfires) and strategic
spaces (Roasts), in which they can discuss challenges, issues, and opportunities, the organization allows all
individuals to develop a global view of the organization’s operating system.
In doing so, individuals develop a better understanding of the interdependent relationships between them, roles,
duties, and workspaces. They strengthen their ability to understand the complexity of the system, the influence of
context, the mechanisms, and the tools, as well as their own relationship with interdependence and power.
" It has an effect on our decisions, responsibilities, information to be shared,
and our position in the organization. […] It is a change in systems,
responsibilities, and duties. It influences our attitude. "
The emerging organizational culture thus favours the development of collective intelligence and invites
individuals to take part in real collaborative work that cultivates interdependent relationships, which serve as
a source of energy for implementing projects and reaching organizational objectives. If the development of
collective intelligence positively influences the organization’s development, it then becomes more logical to put
power in the hands of each individual and to create collaborative work spaces that facilitate exercising such power.
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LESSONS LEARNED

LESSONS LEARNED ABOUT SELF-MANAGEMENT
Pour 3 Points’s experience brings to light the fact that while we initially believe we are taking a linear road to selfmanagement, the road is instead winding and filled with challenges, and we have questions, experience discomfort,
and have to overcome personal challenges.
In this sense, experimenting with the principle of self-management at Pour 3 Points allowed for learning four key
lessons, which seem to require special attention to ensure a smooth transition toward a shared power model:
1. Revisiting our relationship with power and redefining it together;
2. Using tension as fuel to progress in an iterative manner at the pace of the team;
3. Making explicit what is implicit to develop a shared vision;
4. Advancing into the unknown: a challenge as much as a driving force.

Revisiting our relationship with power and redefining it together
The paradigm shift related to decision-making is not easy, and the relationships that individuals have with power is
complex, since they have been developed through multiple experiences since birth. Different understandings about
relationships with power directly influence visions about sharing power. How do we define power ? In the same
vein, how do we define shared power ?

" […] For me, what it involves is that power is not in the hands of
only a few people and the organizational structure is not a diagram of
leaders and those being led – those who have power and those who don’t.
It does not mean that everyone is all powerful. The structure ensures that there
is no centralization of power in the hands of only some people. "
" [It is an organization] that operates more by consensus.
I see it as a system in which information is shared so that decision-making,
even if it is centralized among the same people, is always justified, in the sense
that all members of the organization are given access to information
related to decision-making with which they may not otherwise
have been involved. "
" […] It is an intention to decentralize power – all forms of power,
but especially decision-making power. "
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Going from a hierarchical organizational structure in which power is centralized at the top to a shared power
organizational structure requires paying special attention to the implicit culture of power within the organization,
so as to support a change in organizational culture with respect to decision-making mechanisms.
If we wish to change our collective understanding of power in order to change our management practices, it seems
essential to acknowledge the current culture of power in the organization.
What meaning is given or what meanings are given to the word “ power ” within the organization ? Is power
seen as necessary, negative, or healthy ? Is power seen as acting in several dimensions (power over, power to,
power with) ? Does decentralization of power refer to dividing power (scarcity) or providing more power together
(abundance) ? Does more collective power involve less individual power ? Does power come on its own ? Does it
come with responsibilities ?
Considering Pour 3 Points’s intention to experiment, if power is defined as “ the ability to command
a movement within a system,” would shared power then involve “ developing the ability of all individuals to
command a movement within the system or organization ” ?
Introducing the concept of shared power into an organization can generate discomfort because it involves
developing new organizational practices that will necessarily have an impact on individuals. The confrontation
of perceptions and the transformation of paradigms can be a bumpy road.

" […] It is the solidarity in the decisions that we make together.
We all become beams that support the organization. […] And this meeting
of shared power becomes difficult because there is ‘how I experience that,
how I would make a decision, how I stand in solidarity, how I bring my point of view.’
Power is an action, it is how we prepare for the decision, how we make it,
and how we live with it afterwards. "
When talking about shared power, we need to ensure that we call on all stakeholders influenced by this
management method change, since individuals with more power must re-examine how to live with said power and
learn how to share it, while individuals with less power must explore how to live with this new power. The members
of the Board who represent and hold a form of power within the organization are particularly affected by this
transformation. Board members must take part in the transformation of the organization and take the journey with
the team at its pace.7

7

24

In the case of Pour 3 Points, consistency between the purpose of the organization and the choice to make the shift
toward an organization that shares power reinforces the engagement and commitment of all stakeholders.

" It is a vision that is linked to the mission of Pour 3 Points,
in the sense that we try to share power like with the coaches.
We always try to promote two-way relationships that are not power relationships.
And so I also see a desire for change and even for a vision of society that
would favour these types of relationships. "
Note that in the literature, more traditional practices between the Board and the work team are often identified
as challenges for fully implementing a vision of shared power in an organization and bring their share of questions.
How can decentralized decision-making be encouraged in spite of the decision-making power of the Board
(legal obligations) ? What becomes of the roles and responsibilities of a Board if the organization is aiming for
horizontality ? If the roles, duties, and titles of the work team are changing, shouldn’t the same occur for the Board ?
How should the Board be composed in order to better serve the changing purpose and management method ?
These questions are yet to be explored by Pour 3 Points.
In short, discussing different visions of power, addressing difficult issues with curiosity, and making explicit
the culture of power of the organization can certainly allow for developing a shared vision and can thus facilitate
the shift from centralized power to shared power.

Using tension as fuel to progress in an iterative manner at the pace of the team
The experience of implementing self-management mechanisms at Pour 3 Points revealed various types of tension:
operational tension, strategic tension, governance-related tension, etc. The goal is not to avoid tension, but instead
to understand how to drive the transformation forward fuelled by such tension.
Tension, in this case, refers to the expression of an organizational need that has not been met. This tension has
an influence on individuals who try to fill a gap or meet a need that they notice. By taking note of these forms of
tension and welcoming them for their transformative potential, the organization tends to reduce the gap between
what it is and what it aspires to be.

Frédéric LALOUX, Reinventing Organizations: A Guide to Creating Organizations Inspired by the Next Stage of Human Consciousness
(Brussels: Nelson Parker, 2014), 252.
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TENSION

Operational tension

Governance-related
tension

Strategic tension

Interpersonal tension

DESCRIPTION
• Operational tension is felt when we feel that something
is missing for us to be able to accomplish our duties and when
we do not know what role can handle this tension.
• It relates to synchronizing work between roles.
• Conversations set for a Campfire meeting are spaces for discussing
operational tension.
• Governance-related tension is felt when operational tension
is recurring.
• There is either no role for resolving the tension or confusion
between different roles, grey areas, or interference.
• It relates to making a clarification or modifying the structure.
• Conversations set for Roast meetings or in the administration
and organizational development cell are spaces for discussing
governance-related tension.
• Strategic tension is felt when we have difficulty prioritizing what
needs to be accomplished.
• Either there are roles pushing in different directions or
a previously made decision is no longer adapted to our context.
• It relates to making a clarification or to engaging in
strategic reflection.
• Conversations set for Roast meetings are spaces for discussing
strategic tension.
• Interpersonal tension is felt when we have difficulty experiencing
a healthy, productive work relationship with one or more members
of the team.
• There are either misunderstandings about the needs of
each individual or differing visions of the work that needs
to be accomplished.
• It relates to clarifying the needs, limits, and aspirations
of all individuals.
• Conversations set for Roast meetings are spaces for discussing
interpersonal tension. A formal conflict resolution process
has not yet been established.

As the transition or shift toward a shared power management model invites all individuals, outside of the
conventional, known framework, to reconsider their attitude, personal practices, relationships with other members
of the team, and commitment to the organization, it can be unsettling and generate various forms of tension.
As of April 2019, without all of the answers and guided by the idea of experimenting, Pour 3 Points implemented
self-management mechanisms while respecting the context, the team in place, and collective aspirations. From the
start of the experimentation phase, various forms of tension have been experienced.

" […] I feel uneasy in relation to the structure and
how I think it should function. […] What about my duties ?
What about my strengths ? What about how my strengths
are evaluated ? For me, all of this does not exist in fact. "
" Okay, so I want to start a project, but how do I do that now ?
Work cells are in place, so I know I can move things forward. But even within
a cell, how does it work ? I have several development proposals to make; do
I submit them to Laurence and Fabrice first so that they can validate
them based on objectives, as was the case before, or do I submit
them directly to the work cell and we make the decision together ?
It’s not yet clear for me, I’m still exploring this. "
What if this tension stated by team members became the heart of what could make the organization progress ?
Isn’t raising the team’s awareness about tension a gift that can support the organization’s progress to become what
it aspires to be ?
Doesn’t shared power involve shared responsibility ? If the answer is yes, it could be interesting for all individuals
to identify themselves as being responsible for listening to the tension they feel, to identify it, and to handle it,
thereby encouraging the entire team to progress in an iterative manner. If there is a major challenge to maintaining
this dynamic, uncrystallized structure, using tension as fuel becomes an interesting possibility to allow the
structure to constantly evolve.

Making explicit what is implicit to develop a shared vision
Handling tension does not always mean changing a practice or reviewing a work mechanism. Very often, tension
is the expression of a misunderstanding or an element that needs to be clarified. Making explicit what is already
active in an implicit manner may alleviate tension and help build on what already exists.

* Fire Festival conversations allow for speaking in a spontaneous manner about various types
of tension of which, up until the time of discussion, individuals were not consciously aware.
They allow for addressing tension of all types related to the overall context of Pour 3 Points.
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For example, when the idea for the ladybug project was presented to the team, all members received the
information through the lens of their own type of thinking. All members thus continued along with a mental
representation of what seemed to them to be reality. In this reality, if a team member understood that, at the time,
we were an organization with shared power (e.g., an organization in which all individuals make the decisions they
want without any power relationships between them and others), there may have been confusion between their
own mental representation and what was actually occurring:

" […] I think that it can create confusion because, in reality, we are not yet an organization
that operates in a horizontal manner. Therefore, there is sometimes a bit of tension or
there are some misunderstandings. […] We say that we want power to be shared,
that we are an organization that operates in a horizontal manner, but that’s
not the case yet. We are still in the experimentation phase. "
It therefore is essential to support a continuous dialogue that allows for clarifying what is implicit in order to make
it explicit. In the example above, clarifying from the start and on a regular basis what is currently being experienced,
discussing such matters, and (re)specifying allows for supporting the development of a shared vision of the current
experience. Although this is done regularly on the Pour 3 Points team, all individuals understand it through the lens
of their own reality. It is thus possible that some people will not be ready or willing to hear the visions of others..

" If we could restart, there is maybe that element that I spoke of earlier about
specifying from the beginning and on a regular basis that this is an experimentation phase,
that no one really knows the destination, but that we would like to move toward this. "
This is also true when it comes to the experience of all individuals during the shift from individual leadership
to collective leadership of the organization. Our thoughts, our understanding of a situation, and our visions of
change are a reflection of our vision of the world. All individuals have constructed their own visions of the world;
it is difficult to fairly capture the intentions of such individuals, even when said intentions are identified.
Continuous dialogue on this matter becomes critical.
It also raises other questions. How can all members of the organization make their personal attitude, vision
and intentions explicit ? Is this personal inner reflection, this self-awareness that is to be made explicit, accessible,
and favourable for all ? Is it possible that this organizational change may never be experienced in a positive manner
by some individuals ? Could it even be abusive to require it ?
What if these questions were an avenue for further exploration ? Can openness to dialogue about personal
intentions and visions allow for moving toward a more explicit shared vision ? Some elements implemented at
Pour 3 Points have allowed for this openness. The “ striving for wholeness ” section provides some lines of thought
about this subject.
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Advancing into the unknown: a challenge as much as a driving force
Advancing on the winding path toward self-management – an unknown path with an undetermined
destination – seems to both give rise to personal and organizational challenges and serve as a driving force
for transformation.
In terms of challenges, although members of the team may say that they are ready and interested to make progress
with the transformation, when confronted with the unknown they are facing, they may experience many forms
of discomfort.
If the destination is unknown, what path should be taken ? How is the path built ? What obstacles will we
encounter ? What tools do we need ? What role must I play on this path ? These questions can lead to multiple
internal reactions: stress, doubt, curiosity, perplexity, excitement, impostor syndrome, etc. Naturally, since the
destination is unknown and the path is co-constructed with team members, the answers to these questions are
often non-existent. That being said, just because we don’t have the answers doesn’t mean that reactions and
feelings shouldn’t be shared.

" […] When there are missteps like that… How can I word it ? We are alone.
We are alone in experiencing them. And after, when discussing them with other people,
we realize that everyone feels a bit of discomfort too, and that reassures us. "
There seems to therefore be a challenge related to discomfort caused by the unknown. How can personal challenges
and individual reactions related to the unknown be recognized and welcomed ? How can sharing and exchange
on this subject be fostered ? How can the feeling of isolation due to facing emotions and feelings experienced in
relation to these challenges be addressed ?
Another challenge that emerges when facing an unknown path is the constant tension between organizational
changes and the operationalization of daily activities. What resources and what amount of time and energy must
be invested in the transformation ? What is the best way to navigate between operationalization of activities,
achievement of objectives, and organizational transformation ?

" […] We have high ideals in relation to the organization’s development objectives and,
at the same time, we want to learn to talk to each other, work together, and develop. "
If this tension between operationalization and organizational transformation is a major challenge, can it also be an
interesting driving force ? If there is no destination and if the path is to be mapped out together, is this tension not
a signal or pointer to define the path to take ?
The unknown associated with the approach can, of course, result in challenges, but it can also serve as an excellent
driving force and provide paths to take to push forward the transformation together by means of an iterative
process. The next section will provide some interesting perspectives on this matter.
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Stimulating
the emergence of
conditions that favour
the development of trust.

WHOLENESS

Supporting
listening to one’s
inner voice.

Inviting all individuals
to state their truth in
order to build together.
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Supporting learning
and the transfer
of knowledge.
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STRIVING FOR WHOLENESS AT POUR 3 POINTS

At Pour 3 Points, this practice is now being carried out in many ways, including through the implementation of
spaces for reflection, collaborative meetings, ongoing conversations, and opportunities for personal development.

The experimentation phase in striving for wholeness aims for Pour 3 Points team members to be able to truly
present their whole selves in the organization. Striving for wholeness involves inviting individuals to take off their
masks, “ reclaim [their] inner wholeness[,] and bring all of who [they] are to work.”8 It transforms an impersonal
organizational culture into a place for discovery about ourselves, others, our talents, and our individual and
collective potential.

The emergence of safe spaces for dialogue

The shift from a hierarchical structure to a self-management structure constitutes a winding road that, of course,
leads to organizational transformations, but also to deep personal transformations to which it is essential to pay
attention as an organization.
While self-management is aimed at asking questions about the structure and function of the system, striving for
wholeness is aimed at asking questions about inviting humanity into work, bringing one’s whole self to work, being
assertive, and aligning one’s aspirations and talents to serve the purpose of the organization.

Inviting humanity into work
One of the first actions to take as an organization to support the team striving for wholeness is to invite humanity
into work.
The organization models that we know of and that have adopted a hierarchical paradigm generally provide
few opportunities to bring one’s whole self to work. This leads to an influence on individuals who make up the
organization, who often believe that they need to put aside part of their personality to meet the expectations of
the organization. In doing so, individuals put on an “ invisible uniform ” that fits their professional identity and
hierarchical position.
As it explores striving for wholeness, Pour 3 Points encourages mutual assistance practices between team members
that allowed for supporting inner work while together carrying out outer work.
When viewing humanity from an anthropological perspective, it becomes evident that, for humans, experimenting
with roles and identities is a way of learning, growing, and developing new ways of interacting with others and our
environment. However, in the last few thousand years, our identities have been conditioned by our institutions
(educational, professional, etc.), and we have developed anxiety about forming new roles and identities.
Pour 3 Points’s proposal when it comes to striving for wholeness aims to design the organization as a space in
which identities and roles are flexible by rolling out a structure that is more sensitive to human values and in which
the members of the organization assist each other throughout the transformation.
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How can the emergence of a space that allows for fully being oneself and that invites individuals to bring their
whole selves to work with all of their humanity be fostered ?
To be clear, a safe space cannot be “ created ” or “ designed.” Safe spaces “ emerge ” and cannot be announced.
Therefore, unilaterally stating as truth in front of a group that a space is safe does not encourage the individuals
present to bring their whole selves to work. A space becomes safe for the individuals present when they feel it.
All individuals have their own life experience, their own struggles, and their own history; we can therefore not
declare that a space is safe for someone else. That being said, what we can do is facilitate the implementation
of conditions favourable to the emergence of safe spaces for individuals, particularly by adopting attitudes and
practices that support the development of trust.9
For an invisible space in which trust is present to emerge, open conversations must happen in which all individuals
can present themselves as they are and be comfortable with being open about what they truly feel. The invisible
space characterized by trust allows for sharing and welcoming what is really occurring within individuals and
making it visible for everyone so that all individuals can become aware of what exists, here and now, and act while
accounting for this new data that is added to the context.
The team retreat (the Ultimate Roast) that was held five months after the implementation of the process
(the ladybug project) was a defining moment in the development of trust within the team.
This opportunity provided spaces for individual reflection to practise and develop the quality of presence
and mindfulness. Moments of guided meditation were offered as well as moments of personal reflection.
Several moments of silence were also offered to all individuals as opportunities for introspection. Moreover, the
two days allowed for addressing sensitive subjects on which all individuals were invited to share their feelings.
Exchanges allowed for exploring the various visions surrounding striving for wholeness, particularly through the
concepts of “ safe spaces,” “ culture of trust,” and “ difficult conversations.”
Pour 3 Points’s experience also showed that daily conversations and continuous dialogue between members of the
organization favour the establishment of a relationship of trust between individuals. That being said, achieving
a culture of trust in which all individuals feel safe remains a challenge that continues to be worked on and that
warrants attention.

Elizabeth HUNT, “ My Classroom Is Not a Safe Space,” Human Parts, September 6, 2019. humanparts.medium.com/my-classroom-is-not-a-safespace-406927bfeab6
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Outreach meetings
Meeting spaces and meetings of all types are, of course, useful to carry out the work that needs to be done together,
but they are also spaces conducive to the development of relationships and trust on the team. Several aspects of
a meeting can be worked on to provide conditions that foster participation, collaboration, and bringing one’s whole
self to work.
Pour 3 Points approaches outreach meetings by allowing team members to propose subjects prior to meetings.
The agenda is therefore co-constructed by all team members and provides the possibility for all members to bring
up a subject they wish to discuss with their colleagues.
Pour 3 Points also uses methods that invite individuals to bring their whole selves to work, such as the “ check-in.”
This takes place at the start of a meeting (during Campfires and Roasts) and allows all individuals to share how
they feel at that moment in time. Going around the room in this way provides all individuals with the opportunity
to present themselves how they wish, in that what they say will be heard and grasped by their colleagues for the
upcoming meeting. Along the same lines, the “ check-out ” at the end of the meeting allows for expressing how all
individuals experienced the meeting, what they will take away from it, and how they are leaving it. This approach
may seem unremarkable, but it allows for having an almost daily practice of bringing one’s whole self to work in
which individuals choose to take the risks that they wish to, since such risks are framed in a specific context.

At Pour 3 Points, in accordance with the mission of the organization itself, several members of the team – primarily
development advisers – continuously benefit from development activities as a result of their duties.
Moreover, as part of its exploration and experimentation phases as it strives for wholeness, Pour 3 Points provides
individuals who so wish with the opportunity to receive coaching or mentorship. Coaching and mentorship
practices are fairly standard in more traditional organizations, but they are often reserved for executives or
individuals identified as having “ a great deal of potential.” In the case of Pour 3 Points, all members of the
organization can benefit from coaching or mentorship if they ask for it.
Pour 3 Points also provides its teams with opportunities for development via workshops and training sessions
that individuals have identified as being driving forces for their development within the organization. By allowing
individuals to identify the subjects and themes to expand on in order to develop, Pour 3 Points is demonstrating its
trust in and support of the members of the team.
While coaching, mentorship, and training remain interesting driving forces that are easy to implement, one of the
major challenges continues to be the ability of individuals and the organization to “ learn to learn.” If we consider
that an organization is learning because the individuals that make it up are developing, we are on the wrong track
since “ [i]ndividuals learn all the time and yet there is no organizational learning. But if teams learn, they become
a microcosm for learning throughout the organization.”10

As the shift from an organization with a hierarchical structure to one with a shared power structure necessarily
requires commitment on the part of the members of the organization to learn about themselves, their relationships
with others, and the organization, special attention must be paid to the development of individuals.

In this regard and to promote this practice, the Pour 3 Points team has chosen to provide support for everyone
so that all individuals feel that they have the necessary tools to actively participate in the transformation project.
To do so, Pour 3 Points called on an organization of organizational psychologists specialized in the development
of individuals and organizations to support teams so that they would be able to seize opportunities and handle
challenges that present themselves during complex times.

Individuals that progress in an organization that is undergoing transformation must on one hand learn to work
within a shifting organization in which there are a great deal of unknowns and, on the other hand, learn to develop
personally and professionally within this new operating structure.

Through this support provided in the form of workshops, the Pour 3 Points team intends to develop its
psychological flexibility, discover its strengths, set guidelines for exercising individual and collective power,
and become adept at having courageous conversations.

The development of individuals and the learning organization
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LESSONS LEARNED

LESSONS LEARNED ABOUT STRIVING FOR WHOLENESS
Once again, even if we initially believe that we are taking a linear path toward wholeness, we will quickly realize that
the path can be challenging. Exploring the principle of striving for wholeness at Pour 3 Points led to the emergence
of four key lessons learned to guide the organization as it strives for wholeness:
1. Stimulating the emergence of conditions that favour the development of
trust;
2. Supporting listening to one’s inner voice;
3. Inviting all individuals to state their truth in order to build together.
4. Supporting learning and the transfer of knowledge.

STIMULATING THE EMERGENCE OF CONDITIONS THAT FAVOUR
THE DEVELOPMENT OF TRUST
While we are aware of the importance of developing trust to encourage bringing one’s whole self to work and
wholeness at work, it is still difficult – and even impossible – to ensure that all individuals experience this feeling
of trust.
As previously mentioned, all individuals have their own life experience, memories, and history, and thus have their
own conditions that favour bringing their whole selves to work. Therefore, for many individuals, it may feel risky at
times to show their whole selves, and it is important to take this into account.

" […] You are asking me to be my whole self… but are you ready to experience
me in my entirety ? It is about more than trust; it is about safety.
I first need to feel safe […] to experience this complete authenticity
that can serve my personal and professional life. "
Moreover, it seems that all individuals must find meaning in bringing their whole selves to work – understanding
and experiencing why and how their contribution can support others in the shared power management approach.

" It is not something that I am ready to let go of in my head. It is just because
I don’t yet see the point in it. […] For me, we are in a working environment in which
I also don’t need to impose my personal dispositions on the whole group. "
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Note that several members of the team found spaces that they deem to be appropriate and safe to bring up their
issues. That being said, however, other members have not yet identified a space that works for them.

" For the moment, there is no space for allowing individuals to address a personal issue related to
how they are experiencing their work… it’s rather absent. And then there are people who would be
uncomfortable bringing up this issue at a Campfire. There are collective spaces, but few private, more
intimate spaces. […] And so, today, we don’t really know who to turn to. "
If all members of the organization have the power and duty to participate in the emergence of the framework
of trust, it is also the responsibility of the collective to be its guardian. How ? There is no simple answer to
this question.
One of the paths could be, for example, to explore together in depth what it means, here and now, to “ trust,”
particularly drawing from the following conditions inherent to the development and maintenance of a relationship
of trust:
• Availability, which consists of being present when someone who trusts you needs it.
• Competence, which involves recognized experience in a field.
• Consistency, which involves showing seriousness, predictability, and good judgment when acting.
• Discreetness, which involves keeping confidences.
• Fairness, which involves impartialness and equity when making decisions.
• Integrity, which is defined as being honest and faithful in relation to another person.
• Loyalty, which is characterized as honesty and faithfulness in relation to living up to commitments.
• Openness, which consists of providing ideas and information in the interest of another person who has our trust.
• Promise fulfillment, which is related to the belief in promises made, i.e. that a commitment made by a person
will be fulfilled as indicated.
• Receptivity, which refers to open-mindedness and the ability to provide and receive ideas.11
With regard to these key elements, we need to ask ourselves the following: what is true for me and for us ?
What seems important to us ? Are there elements missing from this list ? If we had to draft our own list of
conditions inherent to trust together, what would be on it ?
Another path would be to implement mechanisms or a space to allow all individuals to have an attitude and make
use of practices that promote a culture of trust. For example, it would be interesting to encourage individuals who
have some moral authority to act as role models as the culture of trust is implemented and to accompany other
members in their practices.

Working together to practise the conditions inherent to trust, openly and consciously, while sometimes allowing for
clumsiness, mistakes, and even tension, is essential to the development of a culture of trust.

Supporting listening to one’s inner voice
While the feeling of safety and a culture of trust are steps toward allowing individuals to feel comfortable bringing
their whole selves to work, we cannot ignore the fact that inner listening varies across individuals. Shifting from
a hierarchical power relationship (that has been ingrained in us since early childhood) to a shared power
relationship requires that our inner voice develop confidence and assertiveness.
The inner voice is the little inner guide that helps us figure out what feels most appropriate for us. Since no one has
the same life experience, no one has the same inner voice.

" […] At some point, someone mentioned that people who do not have very
strong inner voices look for external guidance. It is a lot more challenging for
them to find that in this type of context. It made me realize that I feel like
I have a relatively strong inner voice. "
Acknowledging and welcoming the fact that all individuals have their own inner voice is a key condition for the
progress of the project. In this sense, the pace of learning varies among individuals, and their experience of it is
different. Adjusting to different people and progressing based on various realities is a challenge, but also serves as
a window of opportunity. For some, listening to their inner voice is a regular practice, but for others, it may be new.
As such, the feelings surrounding the speed at which the transformation takes place are not experienced in the
same way.

" It goes too fast, in the sense that there is not enough support,
and not fast enough, in the sense that there is a lag in truly experiencing
the transfer of responsibilities and the sharing of power. "
If all members of the organization develop a better understanding of the positioning of the inner voice of all
individuals, it could allow for progressing more accurately by adapting mechanisms and tools and by providing
development opportunities for one’s inner voice that are adapted for all individuals. This is important, since making
demands that go beyond individuals’ limits (what they know about themselves, what they wish to share, etc.)
can render them fragile.

" […] There is something that I think everyone needs to develop to be able
to feel good in a context like this. It’s a certain level of assertiveness.
For all sorts of reasons, experiences, things that happened in childhood,
there are people for whom this is more difficult. "
11
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It is difficult for some individuals to experience this organizational transformation that leads to inner changes.
It is possible that some people will not want or will not be ready to confront these inner changes and to develop
greater inner listening skills. If these elements are not taken into account, could this render certain individuals
more fragile ?
Supporting listening to one’s inner voice and proposing a pace adapted to individuals seem to be key elements that
are important to take care of throughout the transformation process.

Inviting all individuals to state their truth in order to build together
For an accurate representation of the idea of “ inviting all individuals to state their truth,” here are two opposite
examples.
Imagine an individual who knows how to be assertive, take initiative, and make use of power. When confronted
with the idea of shared power, this person may think that this concept involves sharing the person’s own power.
In this situation, the person may thus think that the person must leave a part of “ I ” behind for the benefit of “ We,”
so that power can be shared.
Now imagine a person who is not very assertive or who carefully chooses moments to be assertive and does not
regularly make use of power. When confronted with the idea of shared power, this person may think it involves
“ taking ” power that exists in the organization. In this situation, this person may think that “ I ” needs to be stronger
within “ We ” so that the person can obtain some of the shared power.

However, these two truths that influence our behaviour often remain buried deep inside us next to our inner voice.
They sometimes remain invisible, even to ourselves; it therefore becomes difficult to express them since they are
hidden behind fog that has not yet dissipated.
Moreover, these two truths, in the transformation context, put pressure on all “ I’s ” to reposition themselves, learn,
and develop. The needs of these two “ I’s ” during the shift toward shared power are certainly different. How then
can progress be made in a context of shared power by allowing all “ I’s ” to exist to co-construct a strong “ We ” ?
Once again, there is no simple answer to this question.
One avenue of exploration could be to develop mechanisms and tools that invite all individuals to practise
introspection in order to discover and express their truths. For example, creating a space, mechanism, or tool that
allows for developing “ skills in reflection […] to face up to distinctions between espoused theories (what we say)[,]
theories-in-use (the implied theory in what we do) ”12 and what we think (our inner truth).
In doing so, individuals develop their ability to understand their own mental models and those of others. They thus
develop their collective ability to go beyond the idea that there is one truth that must be imposed, as well as their
collective ability to co-construct and innovate in their practices by being attuned to the various realities. They thus
promote decision-making that takes into account shared understanding of interdependence, interrelationships, and
truths that exist around us.
When striving for wholeness, inviting all individuals to state their truth in order to build a shared power model of
an organization together seems to be a key element for ensuring the project progresses.

In these examples, the two situations exist on their own and co-exist. These two situations are real for those
experiencing them. These two realities are truths for these people, and these two truths influence their
decisions, actions, and behaviour. On the outside, what we see are these decisions, actions, and behaviour,
which can sometimes clash with the decisions, actions, and behaviour of others. This could then be identified as
“ interpersonal tension.”

12
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Peter M. SENGE, The Fifth Discipline: The Art & Practice of the Learning Organization (New York: Currency Doubleday, 1990), 171.
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Supporting learning and the transfer of knowledge and skills
As mentioned previously, the members of the Pour 3 Points team must, on one hand, learn to work for an
organization with shared power and, on the other hand, learn to grow within this new structure.
For many, the result is enthusiasm and positive energy. The idea of participating in a transformation process that
invites individuals to get out of their comfort zones to discover and grow is exciting.

" So, on an ideological level, it really speaks to me. I find that it is consistent
with my personal values. […] In practice, I find that there are a lot of positive aspects,
such as sharing information. It is very, very educational for me. It teaches me so many
things, to just see how it works. I have access to an understanding of the organization;
it’s a gold mine to have access to all of that ! "
That being said, it is important to consider that this transformation is not easy for everyone. This new method of
operating requires personal abilities and skills that not everyone has had the opportunity to develop.

" […] It requires us to have public speaking skills, public speaking skills in groups,
and skills on how to manage conversations. […] I have the impression that not
everyone has the same level of skills in those areas. "
" Of course, for development advisers it’s great since the greatest number of employees
hold that position – the largest group shares the same role. Right now, they are accompanied
and supported through training dedicated to them. But there are many things in it that
also help in relation to the ladybug project. I would just say that for the rest of the group,
it’s more informal. Either it’s informal or it relates to the whole group. "
" […] It is useful to have group training on difficult conversations about… anything –
trust, public speaking skills in groups, dialogue – elements that may make certain
people feel penalized because they have difficulty asserting themselves. "
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As previously mentioned, the establishment by the Pour 3 Points team of support for all individuals by a specialized
team seems to respond in part to the need for developing individual skills.
That being said, one question remains: who supports team members as they learn when all members are going
through the experimentation phase together ? How can lessons learned be captured and how can the transfer of
knowledge and skills in a continuous manner be ensured while all team members are going through this phase ?
Who is responsible for summarizing learning and for the transfer of knowledge and experiences ?

" […] They also have difficulties at times, so in fact, they are not able to support us in it.
That’s what I find – they are not able to because we are going through this process
of trial and error together. And this is not a negative thing. In fact, it reassures me to
see that they are also experimenting. Everyone is experiencing it, and everyone
is experimenting in relation to it. "
These questions do not have answers, but invite reflection about the challenge of establishing one or more roles,
one or more duties, a mechanism, or tools that are focused on managing personal and group learning processes.

" […] At this time, everything that has to do with human
resource management is unclear. "
" […] It may be a lack of skills or knowledge related to how
to transfer [learning and knowledge]. I think it is more
a lack of skills than a lack of willingness. "
The experiments, like those currently practised by Pour 3 Points as it transitions to become an organization with
shared power, result in a great deal of experiences that lead to significant individual and collective learning. Given
that all members of the organization are taking part in this exploration and going through this experimentation
phase together, what mechanisms could be focused on for learning and for transferring knowledge ?
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Making the purpose
serve as an anchor for
decision-making.

EVOLUTIONARY PURPOSE
Shifting from “ planning
and controlling ” to
“ listening and feeling.”
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Encouraging the alignment
of individual projects with
the collective project.
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THE EVOLUTIONARY PURPOSE OF POUR 3 POINTS
A purpose refers to the profound meaning of the existence of something; it therefore challenges the role of
organizations in society. It is the manifestation of the way in which an organization considers its usefulness in the
world. It aims to answer the following question: what do we want to create together ?
Established in 2010, Pour 3 Points was founded with the following purpose: “ We believe in equal opportunities
for young people from disadvantaged backgrounds. We are convinced that, someday, all young people from
disadvantaged backgrounds will have the opportunity to develop into happy, resilient, and healthy adults who are
involved in their communities.”
In the context of an organization with shared power, the purpose becomes an “ evolutionary purpose.” It is a concept
that is based on the idea that the organization is guided by a purpose “ that is supported by members as it evolves.”
In this new paradigm, the organization is seen as a living entity that evolves based on its context, based on the
dynamic of the ecosystem in which it operates, and based on the challenges it faces and the opportunities it has.
The members of the organization are therefore at the service of this purpose in that they support it as it is carried
out and as it evolves. This evolutionary purpose becomes the “ shared intention ” or “ shared vision ” that brings
together all individuals.

Making the purpose serve as an invisible leader of the organization
Pour 3 Points grew out of the desire of an individual to align his personal purpose with the strength of an
organizational structure that would allow him to implement his vision and carry out his intention. For nearly ten
years now, Pour 3 Points has evolved at the pace of its founder who was able to rally stakeholders around the social
purpose of his entrepreneurial project.
The unifying leadership of Pour 3 Points is intimately linked to its founder’s power to mobilize. In such a context,
going from strong individual leadership to collective leadership in which power is shared is not an easy task and
requires particular attention.

" […] It was Fabrice who built Pour 3 Points from the ground up and who infused his strength
into the organization. He worked based on his values and based on his personal progress.
I find that Pour 3 Points is strongly tied to Fabrice, and that is a good thing. I don’t find it limiting.
On the contrary, I find that he is a good leader of the organization. If he did not have these leadership
skills, I’m not sure if the team would be as cohesive and if the chemistry would be there as easily.
So I ask myself, does he really want to take a step back from that ? Does he really want to get some
distance or does he want to continue to steer the ship, but offload a certain number of decisions ? […]
In any case, I would like to better understand his stance and what he is striving for. "

It is a major challenge to shift from individual leadership to collective leadership when the organization has already
been around for several years. It is a matter of transferring the individual leadership to an invisible leader, i.e. the
purpose.
Experimenting with the shared power model at Pour 3 Points has thus been an opportunity to put its purpose back
at the heart of team discussions. How can the purpose of Pour 3 Points be made present in all of the organization’s
operations ? How can the purpose of Pour 3 Points be integrated at all levels of action ? Raised during the team
retreat, discussions about these questions have allowed team members to take ownership of the purpose, to share
their views, to question it (again), and to deepen their individual and collective understanding.
Supporting a continuous dialogue about the purpose over the past few months has allowed for making it present
through other members of the organization. That being said, a number of team members developed interest and
motivation to align their actions with the purpose and, in doing so, developed curiosity about the organization’s
entire system of operating.

A living purpose to develop systems thinking
The system of operating that we create in our organizations is aimed at implementing the vision we want to see
take hold. The gap between our purpose and what we have implemented creates this creative tension that drives us
to bring our reality as close as possible to the vision that we wish to achieve.
A purpose defines why an organization exists, and systems thinking is a skill that consists “ of seeing phenomena in
their entirety. [It is] above all a state of mind, a sensitivity to delicate relationships.”13 Systems thinking is training
oneself to see the world and organizations as living systems in which our action on one part has an impact on the
whole.
That is why purpose and systems thinking go hand in hand. To implement an evolutionary purpose in a context of
collective leadership, all members must acknowledge and accept that they are an integral part of the system. In this
sense, all individuals must develop an understanding of the system in which they are developing and must identify
where they can correct, enhance, or improve it.
Discussing the purpose thus becomes an opportunity to develop the collective ability to engage in systems thinking.
Jointly understanding that our own actions and decisions influence our reality and where we are allows for
developing fertile ground for new solutions, since we better understand the forces and drivers upon which we can
individually and collectively act.
Putting the purpose at the centre of discussions over the past few months has thus fostered the emergence of
systems thinking, which continues to develop.

13
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[Our translation]. Béatrice ARNAUD AND CORINNE EJEIl, Le guide de l’organisation apprenante [A guide for learning organizations]
(Paris: Groupe Eyrolles, 2019), 19.
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LESSONS LEARNED

LESSONS LEARNED ABOUT EVOLUTIONARY PURPOSE
Experimenting with the evolutionary purpose principle at Pour 3 Points has allowed for learning three key lessons
that can guide progress toward a shared power management model:
1. Making the purpose serve as an anchor for decision-making;
2. Shifting from “ planning and controlling ” to “ listening and feeling ”;
3. Encouraging the alignment of individual projects with the collective project.

Making the purpose serve as an anchor for decision-making
This new “ evolutionary purpose ” approach can generate questions and various perceptions when faced with the
risk of misrepresenting it.

" Ultimately, there are more people who have the opportunity to act as a guarantor
of the vision because they have more access. But I think there are foundations like that
that will never evolve. It’s strange because I feel that the ladybug project is more
of a risk for the vision. It is more of a risk for the vision than a zone of development.
It could be a zone of development, but to me, it is more of a risk that we need
to be mindful of, actually. "
" […] It could become more diluted. It is, nevertheless, a purpose that
involves a great deal of commitment, and the fact that more points
of view are shaping it, well, it could become more consensus-based. "
How can we take advantage of these individual questions to stimulate the collective intelligence of the group to
decrease the perception of risk or make such questions subjects of inquiry ?
There seems to be a form of strategic tension here that could serve to develop and strengthen collective
understanding of the concept of “ evolutionary purpose ” in the context of shared power: is it the purpose that is
evolving or must the means used to achieve it evolve ? Is a given action that we envision taking consistent with our
purpose ?
How can we carry out actions that have a direct effect on our purpose while fostering a change in scale for the
organization ?
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" […] In the end, do we ask the question about the purpose because
we are required to go seek out more coaches, and we therefore try to twist
the purpose a little bit to meet needs, or is our purpose evolving and we don’t want to
tell ourselves that ? And do we want it to change, the purpose, or do we not want it
to change ? It needs to be clarified so that the whole recruitment phase
is aligned with it. "
Using the purpose as an anchor for making strategic decisions could be an interesting path to foster systems
thinking, which was discussed previously. At this time, reflection exercises carried out in large groups may be very
useful for picking up on signals in various points of view. Being attuned to the outside world, i.e. the partnership
ecosystem of the organization, may also be beneficial and critical for decision-making.

Shifting from “ planning and controlling ” to “ listening and feeling.”
One of the major challenges related to the shift toward an organization with shared power is not artificially pushing
the organization in a certain direction. In fact, that is why it is so important to constantly listen to the purpose.
Organizations with so-called traditional management practices are used to “ planning and controlling ” by setting
objectives and focusing efforts to meet them. However, no one can predict the future, and the world in which we
live is constantly changing. The same is true for organizations. Trying to artificially control which direction to take
goes against the idea of an evolutionary purpose in which the intention is instead to “ listen and feel ” in order to
continuously adjust to the complexity of the world and to constant change.
How can we go from planning and developing objectives to developing strategies as guides for decision-making
about directions to take ? Once again, the power of collective intelligence can play a major role in this shift. In an
organization that listens to its purpose, it becomes essential to collaborate to co-develop strategies that will guide
all individuals in the actions to take to make the desired impact.

Encouraging the alignment of individual projects with the collective project
Contributing one’s personal energy to a collective project is an important action to consider. Finding resonance
between one’s personal project (one’s individual purpose) and the collective project (the organization’s purpose) is
a key feature of organizations with shared power.

" […] For me, if we aren’t talking about social equality, it doesn’t interest me.
It is super important for me to get involved in causes that I believe in, in causes
that work to achieve social equality, that allow for the meeting of people from
different worlds. […] It is truly a common thread for me in my life. "
" I welcome discomfort. At some points, I didn’t think I was the right
person for this work. I believed that they needed someone more efficient. […]
But I’ve been able to get over these thoughts by reminding myself that we
are building a more egalitarian constellation. I am made for that…
You see, I talk about it, and my body tells me that ! "
Alignment between individual purpose and organizational purpose serves as a strong driving force for all
organizations. It allows for, of course, greater engagement on the part of individuals, but more importantly, it allows
all individuals to live in a way that is more connected to themselves and to move toward wholeness at work.
While alignment is natural for some, it is possible that for others this resonance between personal projects and
collective projects has not yet emerged or has not yet found its meaning. Recruitment, training, coaching, and selfassessment are all suitable times to explore this alignment.
Organizations that aim to have a shared power work structure will benefit from encouraging this alignment with
the purpose of the organization since it is a crosscutting factor for the three key principles, self-management,
striving for wholeness, and evolutionary purpose.

The growth and change of scale for which Pour 3 Points is aiming influences this idea of being more attuned to the
purpose in order to be able to adjust instead of aiming to meet ambitious objectives. The implementation of this
lesson continues to be a challenge for the organization, and reflections on this matter are ongoing.
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" Sitting here with you for two hours

now has enriched my life. For me, this
too is ‘sharing power.’ This is the work.
And I think I don’t realize it often enough. "

" For me, the ladybug project is no longer a project,

it’s just ‘ladybug.’ Pour 3 Points is ‘ladybug.’
I want to be a ladybug. "

" I don’t know what to share.

I need to allow myself to be fuelled by
your thoughts. Today, I think it’s about
loosening my hold on my understanding
of the ladybug project. "

" Here, with you, it’s like being

at home. When I read the document,
it’s like coming home. "
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AND NOW ?
And now the experiment continues… and may continue without ending, because moving toward a shared
power management model is a daily practice – something that needs to be kept alive. It is a practice that invites
individuals to continuously inject vitality into the purpose of Pour 3 Points.
During a team conversation in late 2019 about this document and the experience behind it, all permanent team
members were able to share their impressions, thoughts, and ideas about the content of the document so as to
nourish both past and future experiences. It was a discussion with wide-ranging perspectives on the ladybug
project and an open conversation that reflected the approach to shared power employed at Pour 3 Points.

" Sitting here with you for two hours now has enriched my life.
For me, this too is ‘sharing power.’ This is the work.
And I think I don’t realize it often enough. "
" For me, the ladybug project is no longer a project, it’s just ‘ladybug.’
Pour 3 Points is ‘ladybug.’ I want to be a ladybug. "
" I don’t know what to share. I need to allow myself to be fuelled
by your thoughts. Today, I think it’s about loosening my hold on
my understanding of the ladybug project. "
" Here, with you, it’s like being at home.
When I read the document, it’s like coming home. "
This time of exchange was also an opportunity to shed light on and observe how far we had come in only a few
months. Many questions remain unanswered and the potential for openness to new conversations to explore is
limitless – it can make your head spin ! Time and compassion toward yourself, others, and the organization become
keys for progress.
What if this documentation of our learning could help support this experience ? What if the team could use it as
a tool for ongoing conversation ? Some avenues related to these questions were discussed during the meeting in
December 2019.
• The document as a tool for welcoming new members into the organization: to allow all new members to take
ownership of the language of Pour 3 Points and better understand past and future experiences.
• The document as a tool for personal reflection: to allow all individuals to ask themselves about the lessons
learned that have been identified and to observe themselves through the various dimensions of shared power.
• The document as a collective tool for exploring concepts: to call into question certain passages and ideas and to
explore the concepts that lead to questions or confusion instead of agreement.
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• The document as a tool for adjustment and co-construction: to identify what seem to be elements that could
move the organization along its path and facilitate the operationalization of the new model.
Finally, at the end of this meeting in December, several team members wanted to highlight key elements:

" I think that it is useful, relevant, and meaningful that we remind
ourselves that we are on this path together in/toward something unknown,
that we are doing our best, that we learn together from our errors, that we
are fully jointly responsible, and that everything is possible
in the service of our mission and collective vision. "
"I hope to see us continue these types of exercises and explore what these
meetings can bring to the organization and to all of us. I hope to further
explore the concepts of inner voice and wholeness. It could lead to
very interesting discussions I think ! "
" I would like us to remember that we do our best, that we are
changing a lot, and that, in general, we end up finding solutions
for flaws and problems. "
" We need to let go, to be curious about the path we are creating,
and to trust ourselves to take part in its construction, in the manner
that we can, with the tools that we have at our disposal. "
" There is so much to say ! Briefly, I would like to reiterate that
this is the work, i.e. that what we are experiencing here and now
is what is most important. There is no ‘oasis’ to reach at the
end of the ‘desert.’ The oasis is here, now, in the individual
and collective choices that we make. "

TO CONCLUDE
The document that you have just read tells the story of Pour 3 Points’s experimentation on its path
toward becoming an organization with a shared power management model.
This story is unique and personal. It is filled with inspiring human experiences, complexities, challenges,
and opportunities. It is, in my opinion, a wonderful story to share and one from which we can all learn !
By sharing its history and the lessons it learned, the Pour 3 Points team invites you to discover new
paths and practices for your organizations, but above all, it invites you to explore powerful questions that
allow you to forge your own path on your journey toward shared power – because there is no path that
has been marked out, no list of defined structures, no guidelines, and no key steps to take.
I sincerely hope that this story guides the reflections of those who aspire to implement new
organizational models and that it inspires and motivates you to experiment.
Sonia Lefebvre,
Co-Founder of L’ILOT
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