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Elisabeth Martini (EM) : At 47, you have already had a very full career, split between the public and private sectors. You have transformed and re-energised several organisations. You have also pursued a philosophical and spiritual journey since childhood. Can you recount this for us?
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It all started when I was seven years old. My judo instructor, François Vassart, who was also my first spiritual guide, showed me a photo of Master Awa, one of the most important Japanese master archers, drawing his bow. Despite his more than 80 summers and being nearly blind, Master Awa never missed his target. His secret: Don't shoot. Let "it" shoot for you. 
My philosophical and spiritual journey over these last 40 years could be summarised thus: learning to let "it" shoot through me. This means removing myself as much as possible to become a channel, a tool, through which "it" can be expressed. [image: image3.jpg]


Initially, my philosophical journey allowed me to better define, intellectually, what "it" could be. The philosopher Marcel Conche has been of particular help. With him, I have learned to think of Nature, that is to say all of reality, as infinite in time and space and therefore as one. From this, any human or animal, any thing, is simply the form that Nature takes, fleeting, at any given point. Human beings think as individuals with a reality independent of Nature, but this is simply an illusion. We are simultaneously finite and infinite. Finite from the bodily form that we take, by our ego. Infinite as we are more than linked to everything (to "it"): we are an indivisible element, we are everything.
Over time, I have thus learnt to think of the "it" of Master Awa in the same way as Conche's Nature, and not simply as a separate part of this or of us. "Letting 'it' shoot" therefore requires understanding, following the example of Master Awa, that everything is one: for him, the man that he is, the bow, the arrow and the target are one single thing. And it is precisely the fact that he practises archery with this unity in mind and that he removes himself to allow it expression, that the arrow reaches the target, without any deviation from the archer's desire to succeed or fear of failure. What is more, for Awa, the true target is beyond the straw target that the arrow will embed itself in. It is in the realisation of this unity, expressed in these words: "One arrow, one life".

EM : The word "spirituality" is built from the word "spirit". Spirituality can be defined as a way of living in deep communion with the Spirit. In your case, the Spirit is therefore what you term Nature, all of reality, which is one, despite the different forms that it takes? 
LL : Yes. I have been fortunate to be able to meet spiritual leaders of different faiths: Jewish, Christian, Muslim, Buddhist; Zen, Hindu, atheist, and so on. Thanks to them, I have understood that there is a spiritual vein in practically all major religions and even for atheists; the essence of this is similar to that expressed by Master Awa. They are happy to withdraw, to remove themselves so that "it" may express itself in each of their thoughts and actions and they are simultaneously engaged in the action. At once detached and engaged. Detached, as they do not identify themselves with their thoughts, their actions; they know themselves to be simply instruments of something beyond them
. Engaged, as they will see through to the end that which they consider just, that they consider their duty to do.
In this way, despite sometimes major divergences at the intellectual level, as well as in beliefs and convictions, these spiritual leaders come together and agree in their spiritual journey, to the point of adopting common practices (a Christian practising Zen meditation; a Hindu receiving Christian communion, etc.). Amongst these leaders, there are artists
, painters, musicians, teachers, scientists, writers, and so on, for whom the art they devote themselves to is in fact a spiritual practice.
Thanks to them and to Master Awa, I therefore understood that I had to go further than purely intellectual research in my philosophical journey. As the archery example illustrates, to succeed in practically working this alchemy of unity, thinking it is not enough, you need to live it and learn to experiment with it every day through one exercise or another. This is why my path has progressively widened and transformed to become a spiritual journey where I learn everyday to live this unity as much as possible, in each of my actions and thoughts. I train myself with various exercises: meditation and conscious breathing, walking in the forest, the bicycle that I use for most of my daily journeys, monthly preparation and facilitation of PhiloMa
 seminars, teaching and sharing via conferences, active support of various associations, reading, following a healthy diet, a certain asceticism in what I eat, and the daily practice of management.
This diversity of activities could seem paradoxical for someone who claims to look for unity. This paradox is only an appearance: the search for unity inevitably involves different practices. Each of our activities, even the most humble (washing the dishes, taking out the rubbish, etc.), could be experienced as a spiritual practice. This is what seems to distinguish the greatest spiritual leaders: it is precisely their living of the unity in each of their actions, not only in meditation or devotion to a particular activity (archery, yoga, etc.).
EM : Should I infer from this that you see management as one of your spiritual practices? 
LL : Yes. In the spirit of unity that I have just mentioned, it would be absurd to set apart activities or practices as being spiritual, and others as not. The smallest gesture is potentially spiritual: it "suffices" for us to live it as it is, that we are "present" in this gesture, that we are conscious in accomplishing it, that it connects us to everything, that it effects everything, even in a minute or very indirect way. The management of organisations and teams being my main activity, it is therefore natural that this would also be, today, my main spiritual practice.
EM : In concrete terms, how does that work? 
LL : Obviously this consciousness of action in the present moment does not take the form of rituals or practices visible to the naked eye. This happens rather through a constant willing and awareness of adopting managerial ethics (a way of behaving as a manager) which is as far as possible in harmony with my vision of the world, Nature, meaning all of reality, that I have just outlined. In this way, trying to give my daily managerial acts the spirituality that lives inside of me is also a never-ending path to wisdom
. Wisdom that we can sometimes catch a glimpse of, but that we never acquire fully
. This management path is not fundamentally different to the path of archery practised by Master Awa. In his example, I give a growing importance to consciously breathing before, during and after an important meeting, to not lose sight that, even in situations of conflict or tension, the person opposite me is a part of everything just as I am, that they are me and I am them. It is always a wonderful thing to check, each time, that the simple fact of consciously breathing can help us to reconnect with all of reality, with this internal peace that we all have naturally, but that we forget so often, disconnected from ourselves and from everything by our intellects overloaded with preoccupations, by our ego. As with any human being carrying out a regular activity, we managers experiment with moments of flow when everything seems to fall naturally into place, where our decisions seem fair, in the order of things, carried by a movement that goes beyond us. Considering daily management acts as spiritual practice comes down to reliving these moments more and more frequently, even continuously. 
EM : You talked about ethics a moment ago. Business ethics, codes of conduct are a must in today's business. What sets apart your spiritual approach to management, in practice, in terms of an ethical code of conduct?
LL : The fundamental difference rests on why these codes of conduct have been drawn up and why they must be adhered to. To illustrate this, take the example of the red light
: you can stop for it because you are afraid of the policeman or the ticket. You can also stop for it because you respect the lives of others and your own, coming from your vision of the world. In practice, you may believe that the effect is at first sight the same. It is nothing of the sort. In the second case, respecting the light is indifferent to the presence of policemen or the probability of getting caught. The respect is not so much for the rules themselves as for the spirit of the rules and that which underpins them: respect for oneself, others, and of Nature, all of reality. This respect is far more robust, whatever the circumstances, as it is an expression of love and not of fear. It goes without saying that the same is true for ethical codes in business. The majority are defensive, protective documents, based on no particular world view by leaders, explained to and shared by staff. These codes express in some ways an uprooted ethics. Without a spiritual basis (linking the company and its collaborators to a whole which includes and goes beyond them), they therefore inspire with difficulty behaviour which is otherwise motivated by fear. It is therefore not surprising that they are in fact exploited by those wishing to take advantage. And so today, without a vision of the world and prevailing and shared ethics likely to frame it, capitalism is running riot
 with human, social and environmental consequences that we know all too well.
EM : Should I consequently understand that, for you, the workers in a company should ideally share the same religious beliefs for ethics to be a serious guide? How should spirituality be broached in organisations according to your vision?
LL : No, obviously. That would be to confuse religion and spirituality. As I said earlier, there is a spiritual vein in most world visions, whether they are religious or not. The secular process of leaving religions in practically all the world's societies (even those where rampant fundamentalism often corresponds to the last jolts of a dying corpse) is in fact a major opportunity to reintroduce the common spiritual vein which lies beneath most of these world views. Approaching spirituality in an organisation
 involves therefore no imposition of a belief or particular world view, but rather to make sure that each person, whatever their vision of the world, can find in their work an opportunity to grow and develop, consistent with their view of the world. You may say that this is utopian and that it is impossible to change our economic system to move in this direction. I don't believe it. The economic system in which we operate today is by no means inevitable. It is maintained by the feeling of powerlessness that we feel in the face of it and which is fed upon by a small class of people who profit at the expense of others. Another way of organising the economy and managing organisations is possible. But we need to want it and to give ourselves the means to try it out. Like many others, this is precisely what I am trying to do at my own level.
EM : Coming to the type of management that you practice: how has the spiritual path that you have just explained changed the way you manage the organisations you are responsible for?
LL : How does the vision of the world that I have just outlined come across in my management style, in the projects that I initiate, in the decisions I take? I suggest answering this question in concrete terms with three examples touching some classic management themes: 
· The objectives sought by the organisation: For most private companies, maximising shareholder value is the ultimate aim. Approaching spirituality in an organisation is to be conscious that everything is linked and wanting to act as a consequence of this, which involves not satisfying such an objective. It does not negate the need for profit and the just remuneration of shareholders. However, profit and shareholder value should be considered constraints, not ultimate objectives. On the other hand, it is an objective to contribute to progress, to societal well-being, as expressed and practised by leaders who are spiritually engaged, whatever their convictions, religious or otherwise. In concrete terms, this involves not subjecting every action, project or decision to the criteria of maximisation of profits but to other criteria, while also making sure that an adequate profit (in function of the risk profile of the company) is ensured. When I worked in the financial sector, my team and I decided to allocate hundreds of millions to the financing of hospital projects even though this sector didn't offer the bank the best returns. We were able to lead this policy by making sure that the returns on these projects combined with existing ones in other sectors allowed the minimum level of returns required by our superiors. As simple and insignificant as this policy may seem, it involves an awareness of the shareholder value ideology and of the abuse of language by shareholders and business owners. We need to think about the contribution our organisations
 should be aiming to make in a global, well-rounded way. This is a practical transposition of the consciousness of Nature, of all of reality, of unity.
· Leadership and team management: In the majority of training courses given in companies to develop leadership and the capacity to manage teams, the emphasis is put on ways of convincing and motivating people to realise the organisation's targets. People development is seen as a lever to achieving these objectives. My philosophical and spiritual journey has brought me to see things differently. Thus I have understood that we cannot motivate someone to do something; we can only create the conditions in which a person can motivate himself or herself
. I have also understood that the role of the leader was not necessarily to articulate a vision for the organisation, but above all to mobilise the group of colleagues to co-create and implement a shared vision. However, the role of the Leader is to modulate the stress of the group in a responsible way throughout all of this adaptive work
.
· Finally, I have become more aware of the power of words: to revive 'missing' conversations, within organisations, help colleagues to shine and treat them with grace whatever their level
. I personally try to translate these ideas into three simple principles
, which could seem obvious if they weren't so often scorned in many organisations:
1) fundamentally equal treatment for every colleague, meaning the same respect, the same dignity (for example, an invitation to every colleague to take part in preparing a strategy; starting a 360° evaluation of managers; setting a limit for the difference in pay between the top managers' pay and that of the lowest paid employees);
2) priority given to the personal development of every colleague (by allowing, for example, in an organisation with a certain level of maturity, colleagues to take training courses which are not strictly necessary for the organisation, but which could be so for the development of the person);
3) creation of an environment allowing collaborators to become more autonomous (by removing, for example condescending controls such as clocking in and out, facilitating teleworking, loosening hierarchical structures, favouring transversal structures, etc.). 
These ideas, principles, concrete actions, have this in common: they involve a vision of the role of the leader, of a manager who is truly at the service of their collaborators and not one who claims to be, so as to better serve the objectives of the organisation, or their own objectives. They also involve the leader being capable of withdrawing when necessary (at the start of my career, I had a heroic, omnipresent, vision of the good leader...). In this way, following the example of Lao-Tseu who described, more than 2600 years ago, the best leader as being hardly known by the group, my aim today, as manager, is to liberate the energies lying dormant in the organisation and to make myself progressively unnecessary, dispensable. Such a turn around in my leadership style has only been possible thanks to my spiritual journey previously mentioned. As Master Awa invites me to do, I am learning, on the one hand, to work diligently and with discipline (to put in place elements that allow a favourable environment for respect, development and autonomy) and, on the other hand, to gradually withdraw myself as much as possible and allow "it" to shoot the arrow.
· Strategy and efficiency: In a Western conception, inherited from the Greeks, the efficiency of a strategy consists of reaching the target that we have set by removing the obstacles between us and it with the fewest possible resources. However, Chinese philosophy envisages efficiency in a very different way
: leaving the natural effect to assert itself as far as possible and lead to a result that may suit us, intervening as little as possible
. In concrete terms, this leads me to leave a certain flexibility, even a certain vagueness in the organisations that I lead, to give the most autonomy possible to colleagues, to allow projects to be reviewed or changed rapidly following colleagues' remarks or external changes. Again, we find here the spiritual theme that runs through all I have said up to now and which underlines the importance linking everything:             learning to let go, to act without trying to imprint my own wishes, without leaving my mark. Letting "it" shoot. 
EM : What are the results up until now of the implementation of these ideas, influenced by your vision of the world, by your spiritual journey, in the organisations that you have led, or that you currently lead? How has this altered the working environment of the organisations you are responsible for? 
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LL : First and foremost, I think that this has given and gives the opportunity for everyone to find meaning again in the work they do. Meaning, enjoyment, motivation. But be careful here, as I was saying, it is not me who gives this meaning, who makes people happy or motivates them. They motivate themselves. My task consists essentially of creating an environment in which people can find self-respect, can develop and become more autonomous. This involves not only being able to take initiative, but also being able and having the freedom to do so. This is liberating and increases energy. It is here that we realise the following paradox: when we truly follow a more noble objective than that of maximising profits, these generally grow more than anticipated. And it is precisely that which we have regularly seen, my teams and I: as well as a good working environment, commercial and financial results which regularly go beyond the objectives set by superiors or shareholders. This could be seen as a paradox and yet it is not so. On the contrary, this echoes perfectly the teachings of Master Awa
: "It is at the highest point of concentration that the arrow shoots forward spontaneously like a child who lets something fall through their fingers, with innocence and oblivion: this is the perfect non-wanting that has pulled the bow, the target itself is reached all the more. Shooting at the target is above all to reach the harmony of the shot, rather than the precision of the shot which is reached all the more. " This also allows us to begin to see that inversely, following in appearance a noble objective in the hope of indirectly maximising profits, does not work. First of all because sooner or later colleagues realise this and that saps all the positive and incredible energy that pursuit of a noble objective can generate. Finally and especially as this hypocrisy has inevitably had the effect of a poison contaminating the whole organisation and the relationships between colleagues. It prevents this chemistry of unity which allows groups to carry out extraordinary things. In the same way, at a more personal level, the spiritual journey should be followed for itself and not to find peace and happiness. Peace and happiness will come all the more.
EM : Are your colleagues aware of the way your spiritual journey has influenced your way of managing? What is different for them about being managed by you?
LL : Generally speaking, the majority of my co-workers feel that I have opened the windows to bring in a breath of fresh air! The culture of respect, personal development, autonomy, confidence and responsibility that is gradually coming into place is positive for a good number of them. But there are always those for whom with the windows wide open, it is suddenly too cold and the stuffy atmosphere from before seems comfortably routine. There is therefore never unanimous approval. What is more, my colleagues are far from aware of the spiritual journey that I am undertaking. I do not ostensibly show this at work, without of course hiding it if I am asked questions on the subject. Whether this be in or outside the administration that I currently manage, everyone does not thus directly make the link between the manager and the person engaged in philosophical and spiritual organisations such as PhiloMa and face2faith
. Contrary to what some people could think about reading what has just been said, creating a liberating working environment in the sense of Isaac Getz or Ricardo Semler
, does not happen without tension. Very often, before being able to make oneself redundant, you need to accept going through a period where you are very present and take part in practically every decision. A period necessary to allow the organisation to change, to mature, to be able to become, ultimately, more autonomous. Children learning freedom and autonomy also have a period where they must mature, by learning to respect discipline or rules imposed by their parents (who, following that, need to take care to make themselves redundant
). In the case of organisations, learning and implementation is even more difficult, as we must first help colleagues to break with inappropriate or inadequate practices: little or no questioning is tolerated on the strategy, on the way of working; differing respect for people according to the hierarchy; colleague development looked for not as an end in itself but as a means of maximising the pursuit of the organisation's objectives; rules and condescending controls; the organisation's self-centred objectives, and so on. Creating a different environment does not happen without clashes and often requires strong measures at the outset, which might seem a total contradiction with the principles of the liberating working environment envisaged in the long term. As an example, Ricardo Semler, emblematic figure of this management, fired the whole managerial team of Semco when he inherited his father's company. But once again, the spiritual journey of the manager facilitates, in my view, coming through this difficult period, for the colleagues as well as the manager themselves. On the one hand, it allows them to better manage their emotions and to take even very difficult decisions with balance, without sentimentality but also without excess. On the other hand, this spiritual journey also progressively frees the willingness to please or to be pleased, the manager can accept more easily being misunderstood and even appearing incoherent or inconsequential. 
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This is why, even though an atheist, I agree wholeheartedly with this phrase by Cécile Renouard, philosopher and sister of the Assumption, in her very beautiful article entitled Vie en entreprise et vie spirituelle
. She describes the challenge of the spiritually engaged manager as follows: "that of confidence, at the price, sometimes, of great solitude, but also of possibly experiencing the loving and incredible closeness of God: letting go to dare leave one's idols and fears, inventing something new, daring to be oneself day after day, daring to take up great causes in the banality of daily life, putting ones skills and know-how to the use of justice and kinship, putting out into deep water, certain that the source of life will never be removed from us".
�  Many thanks to amongst others � HYPERLINK "http://www.zoominfo.com/p/Serge-Pegoff/1404205755" ��Serge Pegoff� and  � HYPERLINK "http://www.yogaliege.be/" ��Michel Colas� for the help in finalising this text.


�  Luther King, Gandhi or Mandela are the contemporary and well-known models in these leaders carried by the same spiritual vein, despite being followers of different faiths.


�  A few phrases from Georges Braque, taken from an exhibition seen this weekend and which echo those of Master Awa: "A painting is above all an adventure. I embark on the adventure into the mystery of things, their secrets. I wait for them to be revealed. […] Only the relationships - I put this word well apart - touch me. The living painting only takes form according to these. […] These are the relationships between objects which sometimes give us the feeling of infinity in painting". Just this morning (06/01/14), I heard the writer and poet Christian Bobin on France Culture (Les racines du ciel) say: "The things that I write come to me when I am least expecting them. But they arrive linked to me. My work consists of removing myself. This is necessary to achieve this density in writing. Paradoxically, to bring passion to the page, you need to be cold, the words need to be freed from me. […] I would like my books to give what I have been given. […] Despite appearances, I am in constant battle but my allies are innumerable: flowers, leaves, stars and all of this. […] The flowers hold the stars in constant conversation, vibrantly, secret. The world is never more than an enormous discussion with everything about everything. This is music with base notes that are vibrant and content". 


� See � HYPERLINK "http://www.philoma.org" �http://www.philoma.org�


�  The philosopher Marcel Conche defines a particular wisdom as the result of ethics practised on a daily basis consistent with metaphysics.


�  As I was taught by Jacques Castermane, disciple of Karlfried Graf Durckheim and Zen master, even the greatest masters never acquire this wisdom: it can be lived or be lost at any moment. 


�  Example used by the philosopher and manager Emmanuel Toniutti.


�  The philosopher Anne Salmon and sociologist Benjamin Barber have allowed me in this way to understand the evolution of links between metaphysics, ethics and forms of capitalism over the last centuries. Thus, as Max Weber has shown, metaphysics and protestant ethics that follow on from this have facilitated the rapid expansion of capitalism. In the same way, belief in progress, science and progressive ethics have facilitated the growth of industrial capitalism.


�  The philosopher Simone Weil, amongst others, set out the form that spirituality in the workplace could take.


� Philosophers such as Christian Arnsperger, Benoit Frydman, Philippe de Woot or Cécile Renouard and engaged thinker-actors like Daniel Hurstel, corporate lawyer, have helped me to develop this vision of the contribution of organisations.


� Isaac Getz, Liberté & Co. with Brian Carney


� Ronald Heifetz, Leadership without easy answers


� Mark Strom, Lead with wisdom.


� Borrowed from Isaac Getz (see note 10).


� The philosopher and sinologist François Jullien invited me to radically review what it means to be "efficient".


� This idea echoes Machiavelli's virtù (the capacity for flexibility of the Prince in adapting to circumstances and seizing la fortuna).


� As Michel Random reports in Les arts martiaux ou l’esprit des budô.


� � HYPERLINK "http://face2faith.eu/" �http://face2faith.eu/�


� Ricardo Semler, author of « Maverick » and of « The Seven-day Weekend ». For Getz, see note 10.


� The following extract from "Prophet" by Khalil Gibran poetically expresses this idea: "And he says: Your children are not your children. They are the sons and daughters of Life's longing for itself, they come through you but not from you. And though they are with you yet they belong not to you. [...] You are the bows from which your children, as living arrows are sent forth. The archer sees the mark upon the path of the infinite, and He bends you with His might that His arrows may go swift and far.


� Article available from http://www.cairn.info/revue-etudes-2011-6-page-751.htm
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